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SECTION 1= INTRODUCTTON

Thib report dcacrib s results of tﬁe evaluation of the Navy Command Ret ention
Team concept. This evaluation was cgnducted as part of Phase 3 of Svstom De-
velopment Corporation's (4DC's) program of rusearch on retention and personnel
satisfaction. Individval interviews and surveys augmented by group interviews,
sensing sessions, obhservations, and récord reviews were utilized as data col-
lection techniqucs. The résearch approach was designﬂd to elicit and compare
pe rLeleonb and beliefs of Command Retention Team members (the delivery bvstem)
ant enlisted personnel (the client populatlon) as well as to obtain lnformat\on

regar?ing required record ieeping procedures. ‘ \

1.1° BACKGROUND | . C ' o \\*
In an all-volunteer force environment, the Navy no longef has a guaranteed \
source of qualified personnel. Like othcr employprs,‘the Navy must Lomp%te in
the general labor market to obtain necessary manpower. The Navy' s manpower
needs requlre the reenlistment of sufflclently iarge numbers of first-term
oerbonnel with proper skills over the next several years in order to ma1xta1n.
the career tonce strength at the desired level. Adequate numbers of personnel
in other terms c¢f enlistment must also continue to reenlist at curréntly fore-

casted rates, if the Navy's manpower goals are to be achieved. .

In adapting to the all-volunteer force environment, the Navx has expanded and
modified its Career Counseling Program for enlisted personnel. This program is
designed to assist the Navy :in meeting manpower needs by stimulating the
interest of qualified personnel in the Navy as a career. The Command Retentioﬁ

Team serves as one asnect of the current approach to solving the overall re-

tention p*oblem.

Active command level support and participation were seen as critical to an ef-

fective retention program. (The reader is referred to Section 2 and Appenaix A

.f 5System Deveiopment Corporation Technical Report No. 4, Career Satlbfakglon

e
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As A Eﬂﬁ&ﬂﬁ-bl&“&ﬂ@ﬁﬂﬁ.ﬁ?ﬁﬁﬂ&&yb 4 May 1976, tor upblicablc research lLLerq—
ture.y Command Retention Teams, and the related team approach, are envisioned

as being of key assistance to commanding officers in establishing a required
personal involvement and a positive career retention atmosphere. Commanding
officers have been urged to adopt and Integrate the concept into the command
organization, The Command Retention Team includes division officers; command
and collateral duty career counselors; the master, senior, or chief petty officer
of the command, and administrative/peréonnel office staff. They are responsible
for working as a team to create awareness and understanding of the Navy's re-

i

tention programs by:
(1) Concucting an efrective career information program,
\
(2) Implementing a, dynamic and timely interview. and carear counseling
system,

(3) Apprising the pfficers, CPOs, and LPOs of rhe command concerning

retention efforts in progress, and

(4) Making recommendations to the commanding officer to enhance the
command's career retention environment.
Within the team, the division officer is specifically responsible for ensuring

career information awareness and positive career motivation within his/her

‘d:vision. He/st . is charged with becoming thoroughly familiar with Navy career

retent;Qn material (e.g., the Career Counseling Manual, relevant instructions
such as Career Reenlistment Objectives (CREO), BUPERINET 1133.25 series and
Professional Growth Criteria, BUPERINST 1133.22 seriecg); insuring'that career
counseflng interviews in the division are scheduled and conducted in a timely
and proper makner and that appropriate follow—up actlon is 1n1tlated and at-
tending TYCOM or BUPERS Career [nformation Scheols when. feasible, as well as

ensuring that divisional collateral duty career counselors attend such schools

whenever possible.

1-21 Ly | |
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Fach commind cavcer counsclor is responsible to the commanding ot feer tor
orpanizing, monitoring, and fmplementing an UllULL(VU‘(Omded (erc vnunsclLﬁg
-progrum..‘Hp/she is to be closely HHpPOXLLd by the dcpaerLnLdl/dLv1sLon career
u;unsvl.;.ns tln'mlplmut the command. I carvying out thelr |LIH(L[OHh, career
counselors are lvspnnslblu tor scheduling and (ondhcting career counseling
interviews and completing necessary reports for all individuals in the vommand
(carcer enlisted personnel as QcLl,hs potential first-term reenlisteces);
initiating appropriate follow-up actions to resolve speciftic retention, problems
or questions indicated in the intevviews; assuring that command members ave
aware ot and undufstand the Navy career progfde. oppertunities available ro
them, and the imppct of any retentiou program policies/procedures changes; and
generally, assisting in promoting Fétention and creating a favorable retencion
environment among'all personnel in the command through efficient and profess-
ional discharge ofxduties and by makiny recommendations 6r'suggesti0ns up the
chain-ot-command. \

\

Ma;ter. Senior, undxChief Petty Officers of Fhe Command (MCPOC, SCPOC, CPOC) are
responsible for creating Qareer awareness id subordinates through personal kiiow-
ledge of retention programs and policies; kéeping the command advised regardirg,
retention impact oﬂ command policies; couns%ling senior, petty officers; handling
generﬁl militarv training (GMT): and assisting the career counselor with tis

budget.

Th& administrative/personnel offices of the command should play Qital roles in
the command's retention activities through performancé of.the administrative
follow-up required by an active retention ﬁrogram. The speed with which this
administrative follow-up is accomplishéd is vitally important to the generation
of good command morale and the feeliﬁg that the command is resporsive to indi-
vidual needs. Without this visible support,‘other efforts may be nullified.

A smooth working relationship\in this arvea is essential if & commamd retention

effort is to be credible andléucCessful.



O

ERIC

Aruitoxt provided by Eic:

svatem Development Corporation

10 September 1976

L2 OBJECLIVES

The overall objective ot this study wis to investhpate the ettectlveness ol
the vommand Retention Team (CRT) conceps In operatlon.  To aceomplish this,

following sub-objectives were also ldentitfed:

“

(1) Develop criterca to measure the impact ot career counsclors and

division of ficers on retentlon and personnel satlstaction at the

/ unit level;

(2) Develon a technique Yor use at the unit fevel to assist commands
in measuring CRT cftectiveness,

(3) Associate CRT operational status with unit reteantion Jdata to

M=031 /7005700

the

dssess the effectiveness of the GRT concept in support of the command

retention program;
(4) Tldentify actions which the Navy might take to improve the CRT

concept.
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SECTION 2 - METHODS AND PROCEDURES

Tne me*hodc and procedures Utl;lzed ﬂQ this investigation are descrlbed in this
section. Interviews, observatlons and survey research technlques were the

. prlmary methodologies used in the conduct of this study. Three data collect;on
instruments were developed and used to collect the majority of data, These in-
cluded the Career Counseling Questionnaire which was designed ror use with en-
"listed personnel——the client population; the Command Retention Team Interview
which was designed for use with CRT members, and a checklist de51gned for use
in reviewing the file of NAVPERS Forms 1133/11 malntalned by a command's career
counselor. These methods were augnented by group interviews, sensing seseions,
and.observétional data collected at each command as time and circumstance
permitted. ’ - '

In preparing the data’collection instrumEUts"“a special révieﬁ was made o% in-

formatlon contained in the follow1ng documents Impact of Navy Career Counseling

On Personnel Satisfaction and Reenlistment (SDC TM-5031/003/00 1974), the

" Career Counseling Manual (NAVPERS 15878), Command Retention Indlcators (Pers-
5212), Enlisted Retentlon Effectlveness (BUPERSNOTE 1133), Pac1f1c Fleet Per-
sonnel Retention Program-(CINCPACFLTIVST 1133.5A), CINCPACFLT Enlisted Retentlon
Report (CINCPACFLTINST 1133.4A), and Atlantic Fleet Personnel Retention (CINC=~
LANTFLTINST 1133.1). »; | o |

Design of data collection instruments, unit sampling logic, and the field
data collection techniques will be discussed in the following paragraphs.

2.1 INSTRUMENT DESIGN

The dirta collection instruments are described in this section. These instru-
ments were developed'by‘tge research staff, reviewed by Navy personnel, and -

“approved for administration by cognizant Navy agencies.

~

.

o
-
- ﬂ!\‘
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Career Counseling Quegtionnaire. This Qquestionnaire was designed to obtain \

data.on how the Command Retention Team fqndtions from the perspective of the

enlisted person. It was designed for graup administration. fn order to mini-
- mize disruption of operational activities at a givén command,‘total admiﬂis-
“tratioa time w5s-required"not to exceed 30 minutes. A total of 45 items was

included in the questionﬁairéfj The aréas of inquiry included and relevant//

questions for each are shown in Table 2-1.

[ Table 2~lﬂ Relevant Questions by Area of Inquiry

L g for the Carc~c  Counseling.Questionnaire
AREA OF INQUIRY N RELEVANT QUESTIONS
Demography T \ : ' ) 6 1,2,3,4,5,6
- Typé-and/or frequency of career counseling
program activities experience in present
s command
. ' e Individual career counseling interviews 4 7,8,9,10
s Group career coungeling interviews 7 13,32,34,35,36,38,39
e Interaction of command~member$ 2 . 18,19

W !

Perceptions and attitudec concerning the career
counseling program in present command

b3 \

s . Individual career caunseling interviews .3 11,12,28,
e Group career counseling interviews 6 27,33,37,40,41,42
: !
s Interaction of command members regarding | 13 41,15,17,20,21,22,23

" - career information /’ . : - 24,25,26,29,30,31

Career information_sour.es. 2 43,44

| career information needs . -2 16,45

- -//
2-2 . v 4
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In addition to the 45 questions, thé questionnaire booklet  -included a "Comment"
page at the end to allow for open-ended comments and suégestions from the re-
spondents. ‘The booklet was designed so that answers could be directly recorded
in the booklet, thus precluding the need fnr a separate answer Sheeﬁ. An
appropriate PrivacyrAct Statement was attached to the front of tﬁe question-

. ~ ¢ . . . . .
naire. It was read by-each survey participant, signed, and given to the survey

.administrator prior to his answering the questions. BUPERS approval for the

Career Counseling Questionnaire was obtained on 24 October 1975 in accordancé
with the provisions of BUPERINST 1000.21 of 5 August 1974. A copy of this
questionnaire appears in appendix A.

Command Retention Team Interview. This structured interview was designed to

obtain data from the perspective of CRT members on how the CRT functions as’ -

individuals an4d as a team at a given command. A total of 32 items wé%.deveA
loped to serve as a structured guide for the interview. Total intervi?w tim2
was approximately 40 minutes for-t.e Command‘CareEr.Couﬁselor (CCC):anH 20

minutes for other CRT members. The major reason for this time diffefebtial

was that many of the questions were specifically designed to apply on#y ﬁd the
career’counselor. The areas of inquiry included in the intérview andﬂthe o
rélevant questions for each area arevshown in Table 2-2.

Table 2-2. Relevant Questions by Area of Inquiry
for the Command Retention Team Interview:

AREA OF INQUIRY ‘ N RELEVANT QUESTIONS
Demography . . 4 1,2,3,22
Type and/or frequency of involvement : 4,6,7,8,9,10,11,14
in retention program acr.vities S 13 18,24,25,26,32
Tyﬁe cdunseling techniques/procedures : : - N
utilized . : 6 5,20,21,27,28,31

Perceptions and attitudes concerning impact /

of career information sources on retention ' ‘ 6 ' 12,13,15,16,17,23
Perceptions and attitudes concerning the ; .o ‘ '
~quality of Navy life . o : 3 19,29,30 I

Jrsm.
.-
Ned
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“ As with the Career Counseling Questionnaire, an appropriate Privacy Act State-

ment was attached to the front of the interview guide. It was read by each

»interviewee,'signed, and given to the interviewer prior to answering the ques-—

tions. BUPERS approval for the CRT Interview guide was obtained on 24 October
1975 in accordance w1th the prov1slons of BUPERINST 1000.21 of 5 August 1974.

A copy of the questionnaire items is contained in Appendlx D.

NAVPERS Forms'll33/ll“Checklist. The purpose of this checklist was to obtain
data about the use of the Career Counselor Record (NAVPERS Form 1133/11) which

is normally maintained/by a command's career counselor. The form, which is

requlred to be 1ncluded in each individual's scrvice record, contains entries

for recording career-related demographlc data such as schools completed and’

- NEGC, spec1f1c career counseling services. prov1ded such as a retention program

.1nterv1ew, aﬂd any other personal or career information which might gi\e aid

and insight to future career couqsellng efforts with the individual.

hl

The checklist was designed ¢ ..sist the field data collector to systematically

review the career counselgr’ s file of NAVPERS Forms 1133/11 and record the pre-

sence, type, ‘and extent of data contained on the forms samp]ed. The purpose

was;to see how much information was present and to attempt to determine currency

of records.

2.2 UNIT SAMPLING TECHNIQUES

Flftfen Navy commands were selected for inclusion in this Study The criteria

and procedures used for thelr selectlon are described’ below

4 \
) . . .
!

ngmand'Selection Criteria. Four criteria were used as- toﬁ bas1s for command
\r
/

selection. These were:
4 o . P . . ! ’
High, medium, and low retention-rate units for ‘each Type Command

(a)
. included in the sample‘must be selected. - /
. . i
) !
2-4 | o
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(b) Air, submarine, and surface commands must be represented in the

commands sampled.

-

(¢) Both CINCPACFLT and CINCLANTFLT Commands)must be. represented in

the commands selected.

(d) Each command selected must have experienced a Human Resource Availa-
bility (HRAV) period and the Human Resource Management (HRMj Survey
data obtained as a part of the HRAV must exist in the HRM Data Bank
maintained by the Navy Personnel Research‘and Development Center
(NPRDC) at Pt. Loma, California. ' '

’

Command Selection Procedures. A list of Navy commands having HRM Survey data

in the HRM Data Bank .as of April l°75 was obtalned from NPRDC as the first. step
in the command selectlon process. Th1s list represented the populatlon of
Units available for inclusion in the study based on the criteria d1scussed
zbove. The‘dnits were then categorized hy fleet (Atlantic, Paclfic), by geo—
graphical area within fleet-(i;e., San Diego, Pearl Harbor, Norfolk), and by
-Type Command'within area. " FY75 retention rate statistics then were obtained
for each unit from Pers 5212 Based on these data, three retéhtion rate cate-
'gorles——hlgher, medium, and lower -- ‘were established for each type of command
« . These three categories were ass1gned based on gross retention rates. For each

“‘type of unit a natural'break in retention rate was used as the break point
between higher, medium, or lower retention.' The appropriate'retentlon category
was then assigned to each unit. The next step was to develop the sampling

) matrix of ‘desired commands by geographlcal area. It was determined that.five
commands would be selected from each of the three geographical areas and that
of the 15 commands, nlne would ‘be surface and three each would be air and sub-

marine un1ts The sampllng plan developed is shown in Table 2~ 3

vt
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Table 2-3.  Sampling Plan Show1ng Commands Studied
‘ by Geographlcal Area and Type Command

o

alre’

T ‘ Geographical Area _ N ,
e e — - Totals
Cqmmand Norfoild Pearl Harbor.. San Diego
- | surface % 3 | g
N air 1 1 S 3
R — —
\ | Submarine o " 2 1| 3
\ | TotaL | 5 el s T s 15
. - . - /

This matrix provided the appropriate represgntation of commands by~geographi~“’
‘cal:area and. type commamd indicﬁted.by‘the selection criteri?. The:determine— :
tion of which eommands,to sample in a given geographicel area was,base& largely
on the known availébiliﬁy oﬁ parE%eulaE‘?ype commands and retention rate group-
ings in the three-geograph}ce} areas. ) _9 ' & !
Follow1ng this process, llsts of approprlate .commands were prepared for each

s cell 'in, the matrix. These lists were then used as the basis for selectlon

4 of the 15 commands to be included in the study In the Norfolk area, for

" on

example, four groups of. commands were complled -—"high surface, medlum sur-

face," "low surface,'

and one ﬁaif " >Each group contained - from three to 31x
commands. CINCLANTFLT was thed asked ‘to select one command (two in the case
of one of the "surface" groups) from each.of the four groups to participa?e
in the study based on their availabikity;in the.NorfoiE_area during the piennedi

Y . ~ f-- )
data coliection period. :

sy

P
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2.3 SAMPLING LOGIC

4 (SR e e e

As discussed eariier, the three pTimary data—tollection methods used were the
Career Counseling Questionnaire, the Command Retention Team Interview, and the
_review of tk~ Career Counseling Records (NAVPERS FORM;1133/11). The sampling

guidelines established-for these Methods are discussed'belowr’

o The\Career Counseling Ques ionnaire was to be administered to a sample
of 10 en11SCed persons ffom each of the air and\surface commands and
'12 persons from each subm@Ttipe command due to chelr Smaller S1ze.’”:ff
The’ COCal expected sample for Chls questionnaire was 276 based on the
seleCtlon of three air, three submarine, and nlne s rface commands
Half of the sample was to be enlisted first- termers aboard at least
3 months and the other half was to be other en11SCed personnel selected'

randomly from the duty rOSter, ) .

e An individual RT Incerview was to be conducted witnlfour/memoerS“Of
each CRT, thus resulting in an expected sample size of 60-CRTWmembers;-
The four to be interviewed yere to 1nClude the command career coun-
selor, Commandlng Offlcef (co),, or-. ExeCuC1ve Officer (X0), a lelSlOH
offlcer, and a senior enllsted person Such as the MCPOC or a lead -
,petty officer (LPO).. When possible, a collateral duty career counselor

was ' also 1ncluded

e A random sample of 10 NAVPERS Forms 1133/11 was to be reV1ewed at each
command for a total of 150 forms TheSe were to be obtained from the
‘career counselor s files and systematlcally rev1eWed us1ng the check—

list discussed earlier.

2.4 ANALYSIS DESIGN

N

Andlysis was des1gned to permit Cestlng of hypotheses about the relationship
between personal characteristics, measures of CRT effectlveness, HRM survey

results and command retention rates. The- analys1s design is shown in. Table

~

- 2-4 . on che next page.
< i M
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Table 2-4. Command Retention Team Analysis Design.

Data Collection Instrument

(Data Repository)

5

- Type of'Informatioﬁ by
FY75 Retention Rata Groups

Higher | Medium { Lower

s J

Career Counseling

Questionnaire (SDC)| First term

Five areas of inquiry
containing a total of

Other terms

45 relevant questions.” ~

Command Retention Team -
Interview (SDC)

. Five &z .as of inquiry

containing a total of
32 relevant. questions.

NAVPERS 1133/11 Checklist (SDC)

TS

Records search with
respect to completeness
and currency.

1 HRM Data‘Base:(NPRDC) .

. Descriptive statistics

for items and indices
‘contained in the HRM
Syrvey.

Y
l
~
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SECTION 3. - RESULTS

Results of the 1nvest1gatlon of - the Command Retentlon Team (CRT) concept in
operatlon are presented in this section. Included and compared are perceptlons‘
and beliefs of enllsted personnel——the cllent populatlon——and CRT members——the

career counsellng delivery system ~\More spec1f1cally, results of the analysis

of data ohtained from-administration of the Lareer_CounseIIng—Quest1ennaare,_m__m.
1nterv1ews with CRT memb°rs, and rev1ew of NAVPERS Form 1133/11 are descrlbed
in this section. Results obta1ned using these SDC 1nstruments are also com-=
pared with results ofrthe Human Resources Management Survey. nformatlon re-

garding required record keeping procedures is also reported.

3.1 CAREER COUNSELING QUESTIONNAIRE

A sample of 24& e 1sted personnel in all terms of en11stment were surveyed
using the Career ou sellng Questionualre The survey appears in Appendlx A,
together withddesc pt1ve statistics by questlon'fo& the total- sample Chi-
squares and one—way ANOVAs were computed by grouplngl respondents from higher;
medium, and lower retentlon un1ts Respondents from the h1gher retent? .on un1ts
are ca:led the nlgh group, from the medium retention. unlts, the Medium group,
and fram the lower units, the Low group ~Results of the Ch1 square analys1s
are shown in Appendlx B. Results of the ANOVA~ analys1s are shown Ln Appendix

-

-C. The results of these analyses are summarlzed ‘in the _71lowing paragraphsv

o

3 1.1 Demographrcs

'The ngh Medlum, and Low groups d1d not differ s1gn1f1cant]y w1th respect to
organizatlonally—related demographlcsh "As shown in Table 3-1, for the entire

_ ’sample‘surveyed the average pay grade was.3 68 The\Low group had a slightly
"hlgher average paygrade (3.88) than did the ngh (3. 60) and Medium’ (3. 63) groups.

In add1t10n, the Low group averaged.54.88 uwonths of service in the Navy, which

.tended to be longer than for both the High (44.69) and Medium (42.11) groups.

[

1 . S Lo s . o
See Section 2 of this report for a description of the logic used to group units,

b
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— N

~Demographics for Enlisted Personnel

Table 3-1.
B by Retention Grouping.
Demogrephics Retention Rate Group Total F
. : High Medium .Low (N=241)
[ (N=42) | (N=140) | (N=59) ~
Average Pay Grade. :
" (E1-E9) 3.60 3.63 3.88 3.68 . 849
T Average Time in, = o » : o
‘ Service (months) 44 .69 42,11 54.88: 45.69 | .1.264 .
Average‘Time Re- ' - . S I 'f\
maining (months) 28.78 25.53 28.03 26.69 .910 N
Average Time in . ' e _ .
[ Command (months) 12,34 14.35 || 14.49 14.04 .637

. . Is i
L - R !

The total sample’ averaged 26 69 months remaining in the. serV1ce, w1th the hedlum
'group averaging fewer months of obllgated service (25.53 months) remainlng than

the other two groups (High," 28.78 months; Low, 28.03 months). With respect to

time in command, the High group averaged approximarely/fQO'months lessv<12.34

The en-

tire sample averaged a llttle over a year (14.04 months) in the command at the

time of the’ sur.vey. e
A
5 _

Z n 2

Medium, and Low groups by occupatlonal grouplng were

also examined-using Chi-square as the technlque As shown 1n Table 3- 2 aome

_varlatlon between groups was observed for the Deck, Ordnance, and Englneerlng

and Hull occupational grouplngs However, variations for the overall sample

were not statlstleally 51gn1f1cant

lNone of the obtained Is were statlstlcally significant.

~

o 2Y
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Table 3-2. Rate_GrodpﬁPeTcentage Distribution
by Retention Grouping.

‘ . Retention Rate Group.
-Occupational Grouping Total A ‘
b _ _ Group | High Medium Low
Deck _ : 12.0% 6.3% 19.2% 8.2%
Ordnance ' 9.5 | 18.8 10.8 8.2
Electronics ‘ © 5.0 9.4 5.8 4.1
Administrative and 17.8 15.6 23.3 | 7.4
Clerical . )
_ Engineering and Hull 21.5 28.1 20.8 34.7
Aviation 17.4% 21.9 20.0 | 22.4°
Non-Rated B 16.9 23.8 (., 16.7 - | 18.56
(N) (242) (42) (140) (60}
Chi-square = 14.293
df = 12 e

'3.1.2  Individual Career Counseling Iaterviews [

‘Percetved exposure to inﬁividual career counselirig interviews (Q6) was determined.’

W
TSR

As shown inAIable 3—3, there was anCEE;Erse relatlonshlp between percelved ex—
posiure and unit retentlon ra:es,‘ Personnel in the Low group percelved they had
received the gfeaeest”exposure (AZ.SA)-end personnel in the High group, the
least exposure (19.0%). . ' ; '

.3

Table 3-3. Pefeelved Expoeure to Individual
- Career Counsellng Interview (Q6).

AT - t [ A \_ , ' Retenticn Rate Groep

S { . ] Total —
Question o Response| ~ Group | High | Mediufr| Low

Q6. Did you ever have an|- Yes\ 36.5% | 19.0%z| 37.1%z| 47.5%
individual career’ ‘

. g2 ¢ No ' | 63.5 81.0 [ 62.9 52.5
counseling inter- ) .
view before you re- '

“ported aboard thlS (M) (241) (42) (140 (59
coﬁmand7

Chi—square = 8.599%

ag=2 .

*significant at .05 level of confidence

-3y,

.—I(.

\’¢

¢
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‘

These results ehow a clear distinction between perceptions of members of the

High and Low groups. This differernce may be indicative of ¢ .apling bias, differ-~
ential experiences with individual interviews in laft ccmmand, or actual differ-
ences in interviewing style in current command. .

Of the seven other items (Q7, Q8, Q9, Ql0, Qll;'QlZ, Q28) in the questionnaire.
pertaining to individual career counseling-interviews, differences between re-.
tention rate groups were found for the first three items.” When asked whether_
they had ever had an 1nd1v1dual career counseling 1nterv1ew since reporting
aboard the1r present command (Q7), a marked difference between respondents in
the tHigh and Low groups was obtained. Only 16.7 percert of the High group
reported habing hed;an individual interview while 71.2 percent of .he Low grour

said they had received an interview in “heir command.
N . \. Ll

When asked about hqw many individual interviews they had received at their com-
mand, an inverse relationship between retention rate group and number of indi-

vidual interviews was obtained (Low, Mn=1.39; Medlum Mn=.65; High, Mn=.38).

" This difference was 51gn1f1cant at the .91 level of confidence- Retentlon rate -

groups also differed significahtly with respect to the type of career counselor--
the command career counselor or the ‘department career counselor--who conducted '~

the individual interviews received by respondengs (Q®). For the High group, "

* ipierviews tended to be conducted by department career counselors and for the

Low group, by command career counsrlors. Clearly, the Navy appears to be
\
"focusing retention efforts on /the Low units. Factors other than individual in-

|

terviews must be operatlve in/ High group commands to account for their high N

retention rates. _ /
/
/
. .3.1.3 .Group Career Coungellng Interv1ews s K

of the thirteen questioné {Q13, 127, Q32 Q42) asked concern11g group career coun-

sellng interview experiences in’ the preqent command three wc(e found to differ-

'entlate 51gn1f1cantly (p <.05) between retentlon groups. The \pattern observed

.

with regard to.lndlvrdual interview activities was apparent again with regard
. _ : \ _

3-4
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|
to group interviews. The Low group appeared to have experienced more group

interviews than High groups, and Low group units terded to rely almost exclu-
sively on. the command career counselor to conduct these interviews. More speci=-
ficilly, 23.7 percent‘of the Low group respondents indicated they had attended

"lO—months before~EAOS or —-PRD" group interview in their present command as
compared with only 4.0 percent of the High group respondents (Ql3). When
asked if they had ever attended’ gruup presentations in which Navy career in-
formatlon was presented using a slide or moving p1cture projector (Q32), 45. 8f'
percent of respondents from the Low Group answereg»Xes, as compared with only
12.% percent of the High group respondents. In addition; when askea about who
conducts.thebcareer counseling group interviews in the present command (Q27), .
for the Low group, 75.9 percent of the respondents stated that it was ‘the com-
mand career ,counselor, while only 38.5 percent of the ngh group reported tha
it was the command career counselor. Interestipngly, almost one- third (30.8%)
of the High group report 'no one” conducts group interviews, wh1ch was much

h1gher proportionally than the 13.8 percent repdrted by the, Low group

Other group interview questions eXploredbareas such as the type of information

‘covered in previous group intérviews, the effectiveness and impact of the pre-

sentations, ‘aad interest ir attending such presentations in the future.’ As
noted earlier, signifiFant differences between retention groups were not ob-
tained for these questions. (See Appendix A for details which may also provide
insight into group ihterview activities.) - Approximately three-fifths (60.9%)

of those responding indicated they gained at least some new knowledge from

the presentations (d&l) though oniy one-third (32.9%) reported their having

any influence on reenlistment decisions (Q42). Two-fifths (41.3%) of those .
responding liked the last presentation they saw, and the types of informatiqn

. - . 1 3
covered appeared to be rather uniform across all t»>pic areas.

3.1.4 Interactions of Command Members

Respondents were asked concerning their perceptions about the involvement of

command members in career counseling program activities (Ql4, Ql5, Q17-Q26,
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/
Q2?—Q3l); The primary objective of these‘questions was to ascertain whether
the unit retention program was functioning as a 'team" effort. In general,

these 15 questions examined how command career counselors were perceived, in-
cluding .their willingness and ability to provide assistance with regard to

2

career relatedsmatters.

;
W The pattern of results discussed in the previous paragraphs again emerged with
— respect to':his set of questione. .For.the Low group, commend career counselors .
overwhelhingly appear to bea the focus of most retention program activities.

For the High groups, the reéooneibillty of these actiVities‘appeared to be
shered by CRT members.f‘for ekample,'survey"reepondents were asked to -estimate
the' percentage of time their command, career counselors spent on group inter=
views,.indi"idual intervies, administrative duties, and cther duties (QL4).
,DiStributions of ‘responses for theftotel group appear in Table 3-4. Signifi-

cant differences between re-tention rate groups were obtained both for indivi-

. - -

dual interviews. and other duties. For the Low retention group, respondents
vestlmated that their command career counselors spent about half (30 24) of
. their time on ;nd1v1dual interviews as‘compared with about one—th1rd (31.2%)
of their time for thz/high group;v 0n the aQerage, the Low group estimated that
- counselors spent one—third (33.5%).of their time on other duties while High
t

‘group respondents estimated that four—fifths (80.0%) of their counselors' time

was similarly spent.

Although 51gn1f1cant dlfferences between retentlon rate groups were not obtained,
it. is clear from the: responseF of the total sample that the counselors are per-
ce1ved to be spending very little t1me counsellng spouses (Ql5). Only 3.6 per-
cent reported thathcounselors were ependlng at least one-third of their time

counselinp spouses. It is also cleer that survey respondents found the command

career counselct easy to contact'(Mhé3.74)3when desired (Q17).

Aruitoxt provided by Eic:
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Table 3-4. Fstimated Allccation of Command Career

Counselor's Time by Four Types of Activities (Ql4).

. |
Type of Activity
Percentage of Group Individual|Administra~| Other
.Tlme%SpEUC Interviews | Interviewsjtive Duties | Duties
' : (N=103) (N=148) | (N=139) (N=133).
90% - 100% 1.0% 3.4% 2.2% 15.0%
80% - 89% - 2.7 2.2 5.3
70% - 79% 1.0 4.7 2.2 3.8
60% - 69% 1.9 7.4 2.9 7 6.0 7/
P TTII 777 / )
50% - 59% 1.0 7}_6.2// 13.7 / 8.3/
40% - 49% 4.9 / .8.1/%”7’.’2”7 /_3.8/
30% - 39% 10.7 /13.5//108//« 6.8/
Y, /f////
20% - 29% %// f/ 10.8 // 25.9 // 20.3%
107 - 19%: / %% 20.3%/ 19.4 /‘21.8/
0% - 9% ) 27 //12..8//13/// 9.0/
AN o, /////// T 110001 /)
Includes i

77

three-fourths of respondents

when asked if they had received booklets describing Navy career opportunities
and from whom they veceived them (Ql8), respondents' patterns of responses were
con31stent with results previously obtalned——the career counselor was the major

provider of booklets received by respondents. More Low group respondents (64.47%)

3-7
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reported receiving booklets from any source than did High group. respondents
(43.9%). The greatest percentage (40.7%) of Low group respondents reported
receiving booklets from their career counselors. The High group reported re-
ceiving their booklets as frequently.from other sources as from their career
counselors.
Respondent* were asked about which members of the command they would contact
about various career- related matters (Q21-Q26, Q29-Q31). Chi-squares were
,computed and Significant differences between retention groups were obtained
with respect to career information related‘to SRB (Q23), STAR and SCORE (Q25),
promotion (Q26), in-service educational programs (Q29) and who realiz gets
‘resplts concerning promotions, training, and other career opportunities (Q31L).
‘Results are again strikingly consistent. For. all of these items, Low group
respondents indicated they would contact the command career counselor much
‘more ofte.. than was indicated by the High group. Even with regard to promo-
‘tion (Q26), where the Lead Petty Officer was viewed by all'groups'as the best.
'source of information, 22.0 percent of the Low group still felt that the command
career counselor was the best source as compared with 4.0 percent’ for the High

group.

.Perhaps the most interesting finding concerns perceptions as to who really gets
results (Q3l). Nearly two-thirds (61.5%) of the High group felt their supervisory
' chain of command--Lead Petty Officers and Division Officers—-were the ones who
‘get results, and for this group, only 2:6 percent mentioned the command career
courselor. In contrast. for the Low group, only 21.7 percont stated that their
Lead Petty Officers and Division Officers really get results, while 35.6 perceat
said that it was the command career counselor. An additional noteworthy finding
‘was obtained for this item. Some (14.5%) of the total sample of respondents

indicated No One really gets results, and the proportion was highest (23. 1%)

for the High group. It appears that irrespective of how effective the command's
retention program mav be, respondents tend to perceive that there is still con-’

siderable room for 1mprovement w1th regard to really getting results for them.




3

) - P . System Development Corporation
© 10 September 1976 TM-5031/005/00

~

—

—

3.1.5 Career Information Need

In the area of career information need, a Significant difference among the re-
tention groups was obtained for perceived degree to which respondents felt in-
formed (Ql6). Respondents from the Low ‘group indicated that they felt more
informed (Mn=3.14) than did the other two groups (Medium, Mn=2.88; High, Mn=
7 2.50). As shown in Appendix B, marked variations at the two ends of the fivee
point scale again occurred. More from the High group (26.2%) responded that
they were Not at All Informed as compared with the Low group (12.1%); at the
" other extreme, more frcm the Low group (17.2%) responded Yes Definitely as com-

pared with the High group (7.1%) .

3.2 COMMAND RETENTION TEAM INTERVIEWS

-1

Individual interviews vwere conducted with members of each CRT in an attempt to
determine how they perceived the CRT concept in operation. . The structured
interview used to obtain information appears in Appendix D. Based on analysis
of-data from individual and group: 1nterv1ews, group sessions and]observations,
profiles (see Appendix E) were prepared describing functioning of. CRTs within
their organizations. These profiles are based on the data gathered in Spring
of 1976, while the retention statistics used for grouping in the other analyses
reflect the FY75 reenlistment situation. Although large organizations are often
considered to be resistant to ehange, units within a large organization oftenx
‘tend to behave .. .erently. There were indications that CRT members were actively
looking for ways 20 improve their units' current mode of operation Units with
~ lower FY V5 retention rites tended to ‘be particularly active in their efforts to
bring abLut improvement.
Table 3—5 shows the distribution of CRT member personnel interviewed (N=53)rby'
‘position and retention group. The average’time in position of these members
~'was approximateiy 11.4 morchs with a range of one to 40 months. 'The CCCs ranged

from one to 24 months on the job with an average time of 9 months.

3-9
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Table 3-5. Distribution of CRT Member Personnel
" Interviewed by Position and Retention Group.

_ Retention Group’ _
Position ‘ | High Medium Low | Total
" Commanding Officer | - 2 2 b
Executive Officer » 3 5. 2 10
Department Of ficer 2 2 1 5 /
Di_vision Officer 1 4 7 == 5
MCPOC/Senior enlisted 1 6 4 11
Command'Career Counselor 3 8 4 15
Dept/Div career counselor 2 2 2 6 j
Personnel Office - - 1 1 v 2
Total : 12 0 | 16 s8 |

When asked about the part1c1pat10n level of varlous members in the command' s
f

retention program (Q4), the mean responses ot the: CRT memb 1S, grouped by
retention groups tended to vary, as shown in Table 3—6 There seemed to be
a tendency for the Low and Medium retention groups to attribute more actlvity

to CRT members than the High group, with .the exception of the level of rnvolve—

ment of the MCPOC and senior enlisted personnel. ' . f"
) | . :

AN :\‘

CRT members were asked to rate retcutlon alds and materials prov1ded to their
programs by the Navy (Ql7) As shown in Table 3 7, the High group tended to
rate Careergrams. (Mn=4. 14), SecNav Instructlons (Mn=4. 00), the CRT film rAbsent

Without Incentive' (Mn=3.86) and brochures (Mn=3. 50) more 1mportant as compared e

with the Low group (Mn=3.75; Mn=3.67; Mn=3.67; Mn=3.13). In contrast,.Hhe Low
group tended torate local policies (Mn=4.36), Chlnfograms (Mn=3.92) and, decals
(Mn=2.53) more important as compared w1th the High grouu (Mn 3.89; Mn—3hl3,

Mn=2.20). ;

guU o |
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Tabie 3-6,  Comparlson Anong Retentlon Groups' Perceptions of
* Level of Partlcipation By Varivus 7 Nembers.

n

=
e
]
1 Q4 At co N X0 Department Offlcer Division Offfcer |
Participa- : - ‘ : . 8
ton  |Mgh [Medun | Lov | Total | High Mediwm | Lo Total | Nigh [ Yedium [-low | Total | High [Mediun| Low | Toral g
v
1. Conducts ‘ ‘ , . b}
group Lot l 2o Fasol 2ue | pool 2m |2 | a0 L) L0 23y LY 200} 2,20 | 2500 .29 H
inter~ (¥=75) ] (N=33) (8=31)] (N=38) ”
views : SRR U ' 1 9
N
2. Attends : 1 : . o
growp | L3200 [ 2.00] Lo} 100 .62 | .09 2| L5 ] no0 | 182 | L92] 2.00( 2.24 | 24| 2,18
inter- RG] | {N=35) N (N=36) . (N=39)
. views , ﬁ\\ .
N

3, Conducts ‘ . , . R : ,
private | 2,55 2.8 | 3.23 209 | 3.7 3.60 | 3.08 0 15[ 273 2.90 | L34 3,06 | 3,00 3.21 | 3.53] .26

counsel- ' (NtS)] : (N=dt)|' (Nal5) ‘ (N=30)
ing : N :
..gession
b, Counsels/| | : ‘ y :
belefs | 2,00 ] 2,15 | 246] 220 | 2.000 210 | L9} | 202 LI0| 137 ¢ LGk LY E L33 137 | Lskf 14l
wlves ' A= ©| (N=4b) ‘ (Ne40)| - (Nmd1)
3. Assis’s ' \ N :
" oo L an | e [as] ase] 3.7 636 | 608 | 404 | 309) 31| 308 3,50 300 370 | L76) 338
9 L] solving . (N=47) © | {N=48) , (Nedd) ‘ (Ne52) |
- problems ‘ : ' ‘
e I S
MCPOC/Sentdr Enlisted . | cce ‘ DCC Jersennel Officer
High |Yediun [ low |Total | HighlMedium |" low | Total | High |Yetun | Low | Total | Wigh [Medin| Low [ Total
1, Conducts ‘ : L a
qroup in1 3,00 | 2,58 | 291 | 273 | 2.75] 3.5 Loagn | 360 | 200] 200 |25 | 225 | L15| 209 | 09| Ll
tervieds (%) S R 1)) S T N 65 | (132
2. Attends | ’ : Ny ‘ . : ‘ ‘
group dn-| 333 | 2.60 | 2.67 | 2.89 | 2.50] 377 | 333 350 [ 2.00) 270 | 2,58 | 2.60 | 1,50 | 2.19 | 2.00 2,03
tervieds | (LS5 I (N=38) : (N=33) (¥31)
3. Conducts ‘ o . B ‘
orivate | 3,50 | 3.22 | 320 | 328 | .82 433 a7 |43 00 ] 300 |6k | 32 250] 257 | 3.08) 270
counsel- (D) S )] I ) ()|
* ing ! : .
sessiong A
b, Counsels/| : \ ; L - o Eg
seters | LA L L5 12,00 L9 | Loy 200 | 33| 236 fLO0Y L2 | L8D | L 133 L | L8 LA |
wives - o (=39) C | (Nedh) L () (¥=33) g
5, Assists 1 : ° A | it , o
insole- | 0,20 [ 168 | 30T 42| 30 63 | 390 R0 TS| 260 350 | 293 [ 73| 310 | %.62) 3.8 N
ing: ' (=9 0 (8=42) | (k) g
problems - ' e ' v
TN
Q
o

uoraeaodiazon ausuidofTaaasd méqs&s

Q | lScnllng was Sever (1), Rarely (3, Oucasioﬁnlly 3 Often (4), and Very Offen (5),

-

N



Table 37, Comparison Anong Retention Groups for Perceptigns of Importancé
and Effectivencss of Various Aids and Naterials.!

f

L7, Retention . IMPORTANCE .~ \ EFFECTIVENESS
‘ alds and —_— —
o materials, figh | Medium ‘Low Total High 3 Mediun | Low Total
Ncareergrans | 41| 3 | 35 | a5 || ;| 3% [ a3
o | (K=41) L)
ocwres - | 330 | 33| D3| w28 | us | 260 | 28
e SN CTIIE
Chinfograns . | 303 [ 309 | 392 | 335 || 275|295 | 360 | 308
e (N=43) (N=40)
policies | 38| 428 | 4% | &I 250 | 36| 38 | 30
: | | (h=46) (e46)
| Decals b0 | 230 | ns | a3 | | 2k |2l am | s
1 A .- (¥=48)
. Slide shows | 267 | 3.00 | 2.82 | 2.8 1 290 | 280 | 20|
0} 1 s (¥:40) ] e
N Al , ‘ ! S g .
Al | M6 | 30| 6 | 3 561 1 30 | 338 | 3
. : (W=41) | | (N=38)
WS 0| 0 | 6 3.8 | 350 | 30| 6
et ey | (0|
e e | B e | ae | e | a5 s | |
" ; | (=49 ()
SRR IR TR D Y I B I N U R
- , S e | (545)
Posters Loneh | 2s | Tl | ne 245 | 058 | 245 | 2.5
() | | (:48)
Coreet TS gy |t | Gt | G| B | L% ||
bl o | T e

V]Scaling was'Not'Important‘or Effective (1),‘Minpr‘1mportance or Effectiveness (2), |
" Moderately Tnportant or Effective (3), Inportant-or Effective (4), Critical to Success

of Program (3).
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All groups coasidered thebcareer Counseling Manual and BUPERS Instructions.to
be almost critically important to their retention programs. Similar patterns
_were obtained with respect to effectiveness of these retention aids and materials
“excepting that the High group'tended to consider slide shows more effective
(Mn=3.135 than important (Mn=2.67) while the Low group tended to consider them
about equally effective (Mn=2.80) and important (Mn=2.82). Spearman rank~order
correlation coefficients were computed to determine the relationship between
1mportance and ettectlveness.‘ For the total sample, a rather high corielation -
(rho=.948) was obtained. For the Low group, about the same relationship (rho=
.946) was found.x‘HOWever, for the High group, a slightly lower correlation
(rho=.836) was obtained. Importance as-judged~by.the.High group correlated
hignly with importantc (rho- £03) as judged by the Low group, a lower corrc~_
.1at10n (rho=.640) was obtained for these two groups with respect to effective-
ness. Differences in judged effectiveness with respect to local p011c1es such
as dress regulations and hair styles, Chinfograms, and the CRT film were.maJor
contributors to the 10Wering.of this correlation. The Low group considered
local policies and Chinfograms to be more effective and the CRT film less effec?:
tinetthan did the High group. The Low group also considered ldcal policies and .

Chinfograms to be more important than did-the High group.

~ When asked for information about advancements within their units, the High group
was able to call forth fewer records than the Medium and‘Low groups (Qll).

'vThree_items of information were.requested: (l)kthe percent wno took the exam-
:ination; (2) the percent who passed, and (3) the percent who passed but were

not advanced. ‘A p01nt was scored for each such 1tem that _ould-be produced by

individuals queried. As shown in Table 3-8, less information tended to be

available about non-designated strikers than about Petty Officers and Chief

Petty Officers.

~
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Table 3-8. Availability of Advancement Informating,

Type of Retention Rate GroupSs
Advancement High Mediun Low
e (N=9) | (N=24) | (N=12) |
Non-designated . ‘
strikers .| '33.3% 62.5% 58.3%
. Perty Officers 33.3 75.0 | 66.7
Chigf Petty ; .
officers 444 / 62.5 66.7
L - ) s e}
CRT. pers. interviewed Were also asked about how and with whom they coordinated
.Mmem X <
t\i Cen;iOn efforts (Q32). As shown in Table 3-9, the High group was more®
AR I 44
1\k v ¢ coordinate through group meetings with the CIACS (Mq~2 50) and BUPERg
e
(Mh 2y 0) ‘wpan was the Low group (Mn=1.43; Mn=1. 67). The Low. group was more
,=2.0
1\k 1y ¢ old group meetings with the other agencies on the list than was the
e
Hi&h y oap' The High group also coordi ated more frequently with CIACs on an .
r : . L L .
iﬁﬁi gduﬂl pasis, by memOsy and by telephone; with Recruiting, o1 an individual
vi . ST ' . o '
igi ﬂd py telephone; With: detailers, by memos and by telephop:. In contrast, -
s
\Q rodp coordinated more frequently with the personnel Office, other
Low
CQ © . aﬂd the TYCOM and all methods tendEd tO be used for these Coordlna_
timmandg’ ' {
Sus. '
3 "Avpggs FORM 1133/11 CHECKLIST
T\Q jlts of the review of career counselor NAVPERS Form 1133/11 indicates
res L . ‘
? ] g5 records may not pe viewed as . of major help to the career counseling
. t the
DR of the 15 units VlsltEd only eight CCCs reported that they maintained -
Qrt.
1133 , cheir files, either flled in gervice records or SEparately Two of
< 1[
\Q cccs accually ubed a Card file instead of the 1133s for keeplng hese types
y C
R\ . ma ation.’ rhese Cards were examined and found to contain essentlally all
info
© 53me information as contalned on an 1133,
the

. . 3-14 ‘
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| © Table 1;9. Conpar fson Avong, Retention Groups Lovel of
} Coord{nat don Wth Other OrgnnlzuL[nnsJ
! ‘
02, o and i whom| Group Hectbngs individual Instruct fon Hemos Phene Calls
‘”f' E;ﬁ::ilﬁ‘:‘t‘u‘l“‘m' i edton o |Tota gt ettnf Low | Totalf gh edtunLov | Total gl Ned um Lo | Total
Personnel O(f we Lol nan {2 20603500 4,00 feIT ) 400 INIVRIREDE 319) 18Y 278 §.000 2.6
| (N<25 (N3] | =12 (N=31)
Other Commands w01 188 [2.50] 2.0002.29) 2,06 2,57 | 223|207, 200 12.57| 218 2,74 2,56 {3.00] 2.6
(N=31 (N=31 | (N=2u)l - (¥=32)
BUPERS 2,900 1,19 | 1,67 L4&J2,00] 2,13 2,00 | 2.07 2.&3'11.56 1,67( 1,791 2.86| 2.79 |2.86) 12,82
(¥=21 S| (V1Y) (N=3)
THOOM L) 167 {2,640 LBALLT 2,01 1187 2.li 1330007 [2.93] 1.96] 214) 2.7 |2.75) Lib
‘ (N=29 (=28 (N=21) (N=34)
Recruiting 120 1,20 10,381 1.25[0.71] 147 (138 ) 130 117] 1,33 [1.43] 1.32] .86 179|150 174
| (N=28) | |30 (N=28){ (=34)
N |
CIAC 2500 1.3 11,63 1,6312,50] 2,00 [1.63 | 2.00..00 Lie |103 ] L] 2.86] 236 [1.86] 2.36
: (N=27) | (N2 b (N=27) ; (N=28)
' \i “"
Detallers 1.40| 1.87 2.léi 1.85l2.500 3,13 12,00 2.69]3.00] 2.38 (2,14 | .45 6.13] 4,00 |3.55] 3.90
(N<21) o (N29) R [LE2) (N=41)
Tleet Commanders 1,20 1,29 {157 L35]L50] L7 1507 Lgalisr] 1,67 (1,50 1.61] 1.43| 160 1,30 154
: (¥=26) (N=26)t (N=28) (N=28)

L. o :
Scaling was Never (1), Rarely (2), Ocvasionally (3), Often (4), and Very Often (3).
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In reviewing the available rccords, [t was noted that except for name, Social

Security Number :equired interviews completed, and sone test scores, very

-litﬁlg information that was unlque to any individual appeared on these forms.

Even when a CCC did use the 1133, any specifics recorded were in most in-
stances of minor consequence, whilé in at least several of these instances

the CCC verbally offered considerably more information about the individual.
When queried about the lack of recording, the CCC indicated that care had been
taken not to record anything which could in any way adversely affect the indi-

vidual--no matter who happened to see the 1133.

Actually, duplicate card files seemed to be the most effective method for
keeping records. Duplicate cards containing the sawne information as on most
1133s were made up. One card was filed in alﬁhabetical order with an indi--
cation of the month the next contact was planned. The other céFd was filad

by the month when a contact waé to be made. There was ample space on the g;ék
of these cards to record all the information any CCC“usually recorded on an
1133. | |

The CCCs indicated that they did not recall finding an 1133 in any incoming
servicé record énd furthermore, they generally showed little interest in re-
ceiving one. ' CCCs reported that they-would rather talk to the incoming person

and thus obtain their own information in the process of this conversation.:

3.4 HUMAN RESOURCES MANAGEMENT SURVEY DATA

All units included in the sample under investigation had participaﬁed in a
Human. Resources Availability (HRAV) period during which the Human Resources
Management (HRM) Survey was administered. Results of this survey for High,

. Medilum, and_Low-retention groups were obfained'from the Navy Personnel Research

and Development Center. ' Only group results were provided in order to preserve
the anonymity of cbﬁmands- ‘These results were scrutinized, and thirteen items

were found to differentiate significantly as shown in Table 3-10. Seven of

‘these items dealt with supervisors, and of these,'fivévconcerned communications

~ i
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Table 3-10. HRM Survey Questions for Which Significant

Differences Between High and Low Retention Grouns Were Obtalned

and

*he Difference Between Mecans Was >.3.

Survey Item

Mean

High
Group

Low
Group

Diff

17.

18.

19.
21,
23.
40.
46.
49.
53.

77.

83.

. To what extent do yéu feel motivated to

contribute your best efforts to the
command's mission and tasks?

Do you regard your duties in this com-
mand as helping your career?

When you talk with your supervisor, to
what extent does he pay attention to
what you are saying?

To what extent is your supervisor
willing to listen to your problems?

My supervisor makes it easy to tell him
when things are not going as well as he
expects.

To what extent does your supervisor en-

courage the people who work for him to

- exchange opinions and ideas?

To what extent does vour supervisor
maintain high personal standards of
performance? \

To what extent do you have confidence
and trust in the members of vour work
group?

-

The members of my work group reflect
Navy standards of military courtesy,
appearance and grooming.~—" -

All in all, how satisfied are .you with
your supervisor?

How satisfied do you feel with your

chance for getting ahead in the Navy in<:

the future?

To what extent would .vou feel free to

talk to your supervisor about an alcohol
.problem in your work group?’ : '

‘Do you copsidef the effect of your be-

havior on-how people of this area view
Navy personnel? '

3.051

3.720

3.423

3.224

3.493

3.128

3.405

2.689

3.309

3.016

2.887

3.505

3.099

2.668

"3.279

2.533

3.082

3.104

.362%%

.385%%

L 315%

JA11%**

WAYEL:
.337%%
.31 2%%
L 394%%
WASLE

«375%%

«327%%
.372%%

3014 |
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" ‘with supervisors, one with srandards/&;scipline; and one with satisfaction
with Supervisor. Two items dealt with work.group——scandards/discipline and

"confidence/trust, two with career--getting ahead and duties helping career;.
and one each concerning tﬁ% areas of motivation and community relationships.
In every case, the High group means indicated a more favorable organizational

- climate. For two of the HRM survey indices, Eignificant differences were also

,obtained with a difference between means >.3. These were Supervisory Support

‘(High, Mn=3.67; Low, Mn=3.32; p <.01) and Discipline (High, Mn=3.17; Low, Mn=

. 2.80; p <.01). These findings support results reported in Table 3-10.

’

<
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SECTION -4 — DISCUSSION

. Results of the Command Retention Team (CRT) study are discussed iﬁ this section.

The evaluation design called for comparison of resuits obtained from CRT mem-
bers—-the career counseling delivery system--with results obtained ffom énlisted
personnel--the client population. Comparison with resylts of the analysis of

a sample of career éounselor records (NAVPERS Form 1133/11) and comprehensive
results from the Human Resourc;s Management. .(HRM) Survey were also included in
the désign. The latter results were aggregated for the 'High, Medium, and LowA
retention groups, as defined and discussed in Section 2 and Section 3 of this
report. Each of these types of results will be discussed separately, fo%}owed

by a diécussion of comparisons across types of ‘data.

With regard to thg enlisted personnel sampled in ‘this study, the High, Medium,
and Low groups did notidiffer significantly with respect to organizationally-
related demographics. These personnel tended to be in the lower pay grades
(Mn = 3,68); tc have served in the Navy almost four yeargw(ﬁni; 45.69 months),
and to have been assigned to the command a little over a year (Mn = 14.04
months). Thus, the sample tendéd to be drawn from personnel serviné in their
first terms bf enlistment. These personneél are less likely to reenlist than
personnel serving in other terms of enlistment and they are a population tar-
geted for attention according to Career Counseling Program policy. When asked
if they had received a career counseling interview before reporting aboargd the
present command only about one—third'(36.5Z) of  this sémple responded Yes.
More of those in the Low retention group had received such an interview (47.5%)
as compared with the High group (19.0%). On ché average the sample had been
in the Navy about two and one-half years (31.65 months) longer than they had
been assigned to their present éémmands. Some of this time was spent in Boot

Camp and additional amounts probably spent in other schools. However, all

Vpersgnnel should have received a Reporting Aboard Interview upon arrival at

their present commands.

4-1
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Responses to a qdestidn spec¢ifically addressing the Reporting Aboard Interview
showed an even more marked pattefn. Host personnel in the Low group (71.2%)
‘said that they had received such an interview, while relativély few (16.7%) in
the High group gave a-siﬁilar reSpoﬁse. Either these interviews were adminis-
tered informally and thus were not perceived by personnel to have been genuine
individual in:ervie&s, or they had not been administered. Less than half (44.6%)
of personnel sampled reported that they had had an individuai career'counseling
interview at their present éommands, and cf these, about half (44.4%). said they
had received more than one such interview. Of the 87 wno indicated the amount
"of time that.had elapsed since their last individual interviews, four—fifthé
(80.5%) said that it had océurred less than a year ago. On the other hand,
almost two~thirds (64%) of the total sample (N = 242) were able to make a judg-
ment as to whether the iﬂformation covered-in their most recent interview was
of major interest té,thgm. of those.whc made such a judgment, almost two-thirds
(62.6%) said Yes--the information was of major interest to them. ‘Respondents'’
perceptions were that the career counselor seemed somewhat interested in them
as an individual. Excepting for the Reporting Aboard Interview, relatively few
personnel had received group interviews 18 months after joining the Navy (9.0%)
or 10 months before Exbiration of Active Obligated Service or Projected Rotation
Date (12.97). These findings appgar to indicate that career counseling may tend
tc be unedually distributed across the potential client population of enlisted
personnel, with a rélgtively large proportion of enlisted bersohnel failing to
perceive that they had been individually counseled, if indeed they were. How~
evel, whea such interviews took place, the information covered appears to have
been well targeted in terms of‘interest for most of the personnel counseled. ‘
Usage of multi-media counseling materials appears to have been rather limited,
at least for units -sampled in this’ study. (See Grace, Steiner, Holoter, Provenzano,
‘and Copes [1976] for additional study results concefning these materials.) In-
descending order of judged amount of time spent, the enlisted personnel sur-
veyed” tended to feel that commandﬁcaréer counselors spent their time (1) per-

forming other. duties, {2) holding individual interviews, (3) performing

»~
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administrative duties, and (4) conducting group inte?views. Perhaps one reason
personnel tend to report that they have not been/counseled concerning their
careers is that counselors are spending a considerable amount’ of ‘time performing
administrative and other duties. Another reacon for the large amount of time
perceived to be spent on other duties is that enlisted personnel:fail to dis-
tinguish between fuil—tiﬂe command career counselors and collaterai duty career
counselors. Only about’one fifth (21.9%) of the total sample reported that
their command career, counselors spent time counseling wives. Of these, almost
two-thirds (64.24)lreported that the counseling of spouses tookfless than twenty
percent of their a%reer-counselors' time. Counseling of spouses appears to be
‘an activity less/frequently engaged in by career counselors than might be
.desirable from the Navy's point of view. (See also Grace, Steiner, and Holoter
[1976] for additional iuformation about the counseling of Navy wives.) Enlisted
personnel surveyed tended to feel that they were somewhat less than adequately
informed about Navy proérams and benefits, although their counselors were rela-
tively easy to contact. All of these findings taken together tend to indicate
.that despite increased CRT efforts, -enlisted personnel and spouses are still
not'being adequately counseied.with respect to Navy career growth and develop-
ment opportunities for enlisted personnel.
Expectations concerning the attitudes and actions of others concerning reenlist-
ment also have an important bearing on retention. The sqpple surveyed was
asked what, they expected would happen if they were nearing their Expiration of

" Active Obligated Service (EAOS) date. Most expected,that;(l) their counselor
would provide them with factual information concerning'Navy programs and provide
civilian refcrences to help them decide what was best for them as individuals ’
(61.0%) and (2) shipmates would make a iot of wisecracks about shipping over
(69.9%). Opinions were about equally divided with regard to what personnel
expected“their supervisors would do, as follows: (1) supervisor wonld have’
already made arrangements for an appointment with the career counselor (33.9%);
supervisor would suégcst seeing the career counselor cn personnel's own time;

and (3) neither of the above (35.€%). Degree of expectation was about the

O
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eame for EOunselors, shipmates and supervisors. These findings indicate that en-
_llsted personnel surveyed tended to expect career - counsel1ng to be 1nformat1onal

in nature, with only moderate back1ng from superv1sors for these efforts. .Personnel

also tended to "expect considerable peer preSSure against their reenllstlng

These expectations,., if fulfilled, would account for some of the d1ff1culty the
Navy.ie experiencing in retaining adequate numbers of quality enlisted personnei:

With regard to interest in obtaining additional information, persounel sampled
were more than moderately interested‘in obtaining information about all areas
. listed except for family housing. Since many first—tefm'personnel are single,
this finding is not surprising. "In descending order of interest, greatest, .
interest was exprebsed concerning (l) amount of money personnel could expect

to eari. in the future, (2) medical and dental -benefits, and (3) educational
and training opportunlties. These results tend 'to indicate tnat enlisted per-
sonnel sampled would be very receptive .to personallyed counseling in these
areas prov1ded CRT memebers could manage to extend delivery of counseling to
all enlisted personnel In commands with lower retention rates, enlisted
personnel tend to ptré&ive that the command career counselor was the focus of
most retention teai athv1tLes. In commands with higher ;etention, tnese
activities tended to DL ﬁerce1ved as shared by CRT members. While the '"team
effort” and ''chain of eommand aspects of these findings should not be over-
looked, the fact remains that a wider variety of resources are applied to
counseling enlisted personnel in cOmmands where these act1v1t1es are shared
ameng'CRT members. In addition, personnel in_the-High fetention group tended :
to feel that Division Officers and Lead Petty Officers were those who really

got results'for.them. _Thus, *t can be inferred that satisfactory results—

oriented outcomes tend to improve personnel sat1sfact10n which, in turn, tends

to lead to increased retention.- When Division Officers and Lead Petty- Officers -
are heavily involved in a command's ‘retention effort, results of this effort may

‘tend to be received more favorably because personnel tend to feel that their

expectations have a greater chance of being realized. , - ¢
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»Findings obtained - from.interviewing CRT members tende to support results
obtained <oncer11ng enlisted personnel's perceptions and beliefs . about career
counseling Ind1v1dual counseling sessions were reportedly held less often
by the High retention group CRT members than by the Low retention group CRT
members, eAcept for the MCPOC Group. counseling sessions were reported to .
»be‘hela 1nfrequently excepting for command career counselors in the Loy n
retention group. At the most, wives were counseled or brieled only occasion-
~ally. Although all retention'groups rated the Career Connseling Manual'and .
BUPERS Instructions to.be almost critically important, difﬁeiences with
respect to judged importance and effectiveness of other retention aids and
materials were obtained The High group tended to rate Careergrams, SecNav
Instructions, the CRT film, ”Absent Without Incentive, and brochuresgof
higher 1mportance, the Low group rated local policies, €hinfograms, and decals
of higher importance. The aids and materials judged to be more important by
the High group also'tended to‘be more organically related to an effective
retention program environment than did the aids and. materials rated as more
important by the Low group. However, in general the High and Low groups
tended to'be in close agreement with respect to.the relative importance‘of_“;
these aids and materials; theirvagreement tended to be somewhat lower with
"respect to the effectiveness.s
Cooroination patterns tended to differ for the High, Medium and Low retention
i groups. The Low group tended to hold more group meetings, except for group
\meetlngs the High group held w1th BUPERS and the CIACs. The High group also
tended generally to coordinate more often with the CIACs and to write memos
more frequently to BUPERS.‘ The Low group coordinated more frequently w1th
”other commands and the TYCOMs than did the Medium and High groups. The High
group also tended to write more memos and make more telephone calls to detailers.
These findings tend to indicate: that the Low retention group might have been
spending more time in coordinating w1th agen01es who were less likely to

‘help them solve their retention problems than‘was the High group. These '
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'.findings are tentativr and need to be explored in greattr depth before an

«

exact determination can be made in this area.

Results obtained from the NAVPERS Form 1133/11 review tend to show that record
keeping u31ng this format tended to be less than optimal. A card system'con—,
taining locally generated datavappeared to be a feasible alternative to the

NAVPERS Form‘ll33/ll. However, this and other alternatives need to be explored

before another method is substituted for the present method.

The ﬁindings'obtained'toncerning the HRM Survey are very encouraging. Some

of the survey items for which.significant differences between the High and

Low groups were obtained provide actionable. clues as to how the retention

env1ronment can be 1mp ;ved More specifically, in order to 1mprove the

- retention env1ronment, actions should be taken such that enlisted personnel

tend to perceive the following: (1) supervisors pay attention to what en-
listed personnel are saying when personnel talk with their supervisors,

(2) supervisors are willing to listen to enlisted personnel s problems,

(3) supervisors make it casy for their personnel to tell them when'things
are not going as well as e<pected (4) supervisors encourage people who work

for them to exchange opinions and 1deas, (5) supervisors maintain high per-

‘sonal.standards of performance, (6) supervisors create.an atmosphere in which

personnel feel free to talk about problems, such as alcohol problems, in the’

work groun. 1In addition, if work group members reflect Navy standards of-

military courtesy, appearance, and grooming and if duries in the command

are regarded by individuals as helping their careers, retention is likely

. to be higher. These areas are amenable, to improvement through actions that

can be taken b) the command with the support of the Career Counseling Program,
the. Human Resourte° Wanagement Program, and the Leadership and Management
Training Program. The thrusts of these three programs need to be combined into

an integ;ated appraoch for solv1ng the Navy's retention problems. By 1mproving”

CRTAmembers' abilities to set objectives, establish priorities, and manage usée

of their own time and resources, the effectiveness of command retention team

H
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efforts could probably be impfdved; By fitting CRT-effprts/moré cldsegy‘_
within the . command ét%ucturé and taking advantage of the chain of cqmﬁand to

obtain as many career-related results as possible for(personnel, the command

retention enviromment-could probably be also improved. As a resuli ol these
cdmbined improvéments,:Navy_retehtion should be increased.
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" 'SECTION 5 - CONCLUSIONS
]
ThlS section presents conclu51ons drawn from the Command Retentlon Team study.
Recommendatlons growing out of these tonclu51ons appear in a separate report
by Grace, Holoter, Provenzano, Copes and Steiner (1976) whick integrates find-
ings from the Command Retention Team Study, the Navy Wives Study, and the

Career Counseling Multi-Media Evaluatlon Study into a single set of Phase 3

research .recommendations. Because certaln aspects of this research were repll—

cated across studies, related .conclusions have been drawn in these three

studies. By combiningstudy recommendationsLinto a single report, appropriate’

weight can be assigned to recommendations based upon conclusions drawn from

more than one study. Conclusions from this study were:

4

" Conclusion 1. Most CRT members appeared-to be knowledgeable about counse11ng

'and 1nterpersonal interaction-skills which place 1nterv1ewees
at ease. Many CRT members profess to practlce these skills

when performing retention-related activities.

Conclusion 2. Most CRT members. appeared to view group interviews unfavor-
' ably. Stated reasons for not conductlng such interviews

were that they tended to interfere w1th operatlonal require-
ments and caused loglstlcal‘and space problems. However,
obééfVation indicated that most career eounselors‘appqared to
be uncomfortable about leading or facilitating a group activity.
Counselors also tended to feel inadequately trained to conduct

\\aA such an acthity. : ' : ._ R . I

’

Conclusion 3. Most CRT members tended to feel that certain aspects of the

career counseling slide presentatlons, such.as the need to
read_the script in the dark, monitor the equlpmcnt, and

synchronize ‘the slide images with the script, m ddL Lhc s¢ .
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presentations difficule to impiement_ Many CRT members also
tendéd.fo feel ther -may be.misrepfééentatiOH implicit .in these -
presentatlons due to he'ratio of time alldcated to certain
programs proportional do the number in the aUdlenLe who were

eligible tp participate in thém_

c 4.  Except for the Reporting Aboard Interview, which is sometimes
~included as part of 1 DlVlle orientarion activities, few
" personnel appeared to. have par icipated it a group interview.

’

AQQL_“_;QElzé' The ngzﬁliggg was reported o be ihe most frequently used
clus i
u and best source of accurate 1“f0rmaclon about the Navy.

& ~ 6.  CRT members tended to be ambivalent about the effect of the
Nayy limes on retention. Reasons for the feeling that it

mlght have an unfavoraple impact tended tO attribute unfavor-
apility to the entrepreneurlal nature of this publlcatlon and

to its premature reporting of loss of Navy benefits. Reasons
for:the feeling that it might have a.favorable impact tended '
to attribyre favorability to pro-Navy editorial support ‘and

the fact that personnel often recejve Career"related_information
sooner through the Navy Times than through OfficialvNavy channels.
/ o ; -

i ‘ |

S, .on I+ = Enlisted personnel tended to view career Counselors as being

“ 101’1
Nclus
‘ , aneresteq in chem as 1nd1v1duals and as imparting factual

lnformatlon of maJor interest to them.

.
\

.Q“ *. 8. The CRT concept appeared to have been implemented at least to
n ‘ hC 6’1, - . ‘ . V
g “\\\fisf/ . some extent_because-SOme CRTs were found to Share counsellngv

and other retention duties. Additionally, some enlisted

5-2 D

ERIC

Aruitoxt provided by Eic:



C . System Development Corporatlon
10 September 1976 : : o ‘ "TM~-5031/005/00

‘personnel reported that they discussed Navy career opportunities
about equally with LPOs, other senior POs, and command career
counselors.

- e

Conclusion 9. Enlisted personnel expressed considerable desire to -obtain

more information about career advancement possibilities in
terms of pay, promotion, and educational and training oppor-
‘tunities. Information aboet.medical and dental benefits was
also desired. There is still a need for more effective dis—-
semination of information in: these areaé as part of each
command's retention effort.

Conclusion 10. Holding informal individual interviews outside the office'was

found to be related to retentlon. Holdlng this type of 1nter—
" view appeared to be an effective act1v1ty——one whlch all CRT.

members might well be encouraged to perform.

Conclusion li. éesults of retention efforts tended to be more favorable in
commands,id which (1) individual interviews were conducted
about equally by department/d1v151on career counselors and
command career counselors and (2) department/d1v151on career
‘counselors were kept 1nformed about units' retention needs

" . than 1n commands in whlch thlS d1d not occur.

Conclusion 12. The amount of time command career counselors allotted to
conructing indiviaual career counseling ieterViews was found
to big related to the retention environment. ‘' In units with
low retentioh,’command career counselors appeared to be : >
spending more time conducting individual intervicws thﬁﬁ

counseloré in units with high retention.

Y
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‘Conclusion 13.

Conclusion 14.

Conclusion.lS.

‘Conclusion 16.

Conclusion 17.

The amount of time spent by command.career counselors in per-

forming duties other than interviews and administrative~duties

- \ - . b,
was found to be related to the retention env1ronment. In units

with high retentlon, counselors appeared to be spendlng more
time on admlnlstratlve and other duties than counselors in

units with low retentlon.

The dumbef of persondel who received career, booklets from the
career counselor was found to be related to-the reténtion

environment. In units with low retention, career counselors
were repbrted.to be handing out booklets to more people than

counselors in units with high retention.

The source to which the 6btaining of career-related results--
for exemple, promotions ‘or additional training--was attributed
was found to be related to the ‘retention environment. In
units with high retentlon, superv1sors were attributed to be

the one who really gets results while in units with low re-

i

tention, such results were attributed to command career

-counselors. .

The Human Resources Management Survey, partiCUlarly'the super—'
visory indices, appeared to be a potentially useful vehicle

for assessing a command's retention environment.

The extent to ‘which career counsellng records were malntalned

-other CRT organlzatlonal activities performed, and CRT meetings

conducted were not found to be related to CRT retentlon effect-

iveness. Nevertheless, these activities were felt by some to
be of benefit in maintalnlng an effective retention program.

Al

5-4

P



Q

ERIC

Aruitoxt provided by Eic:

10 September 1976

Conclusion 18.

Conclusion lg,

Conclusion 20,

Conclusion 21.

—

-

Career counselors tended to be’operating in a favorable reten-
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'

tion environment when they were functioning as career information

resources interfacing with the chain-of-command. When career

counselors were found to be operat1ng in an unfavorable reten—

tion environment, they tended to functlon as the pr1mary ‘action

agent for retention activities. o ‘ : \\\\\ -

i
N

Although the reportihg of retention statistics appeared to be_ .
g8 N

standard practice throughout the Navy, procedures used to -
accummulate data and methods used to calculate statistics

appeared to vary. Also, factors other than records kept,

" such as unit effectiveness, quality of reenlistee, and organi-

zational climate tended to be considered by many CRT members
— :

to be important indicators of a successful retention program.
v . .

" GAreer Information and Counseling (CTAC) schools were generally

considered to be an integral and effective element of the Navy's

retention program. CRT members tended to view these schools
as (1) credible sources of timely and accuraté career informa-
tion and (2) providers of principles and skills required for

A}

effective counseling.

Counseling of Navy wives appearedhto be eafg;t;;ity that was
not widely engaged in by.most CRT members. vHowever, the need
for increased information transfer about husbands' career
growth and development opportunities, family entitlements and
benefits, unit activities, and the overall Navy mission

between commands and Navy wives was recognized by many CRT

members. ‘ . -
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SN

. -Conclusion 22. Key aspects of thé Career Couﬁséling_Program——BUPERS Instruc-
‘ / tion5 and the Career Ccunséling Manual--tended to be considered
\ highly impo}tanf facets of the Navy's retention program by
’ - . most CRT members. Some commands also tended to consider local
policies important tobtheir retention programs. Peripheral
éspects, suchrasAdegals and posters, Fended‘tO’be considered

of much lesser importance.

L}
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APPENDIX A

. CAREER COUNSELING QUEST LONNAIRE

1

7

"sample the reactions of enlisted personnel to the
_ current Navy Career Counseling Program. Response
data are-included for most questions, showing
- ]
number of persons responding, percentage for each
response and means where the response choices are
of an ordinal nature. Data from several questions .
s \—f/

are depicted by -bar charts with page references

included with the ;item.
[ —
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3 . .
Under the provision of BUPERINST 1000.21 of 5 August 1974, this survey has re-
ceived Coordination and ‘Control of Personnel Surveys System review and BUPERS
approval and has been a551gned Report Symbol BUPERS 5314 33.1.

I

CAREER COUNSELING QUESTIONNAIRE

PURPOSE OF SURVEY

A study is currently in progress to obtain the per-
ceptions and attitudes of enlisted personnel toward
the Navy Career Counseling program. Based on the
results obtained from this study, modifications may
be made that will enable the program to better serve
the individual needs of all Navy personnel and their
fanllles

Please feel free to be comple@ely frank in your
answers. There are no ''right" or '"wrong' answers
for these questions. It is your own honest opinion
we want. Your responses will be strictly confi-
dential and will be used only for research purposes.
All processing of data will be accomplished by an
outside, non-military organization to ensure that
individual replies and other information about indi-
viduals will not be released to any agency of the
U.S. Navy.

FORMAL NOTICE

\ |
The data are intended to be used only for statistical purposes; no data re-
ported for an individual will be identified in any publication, and individual
data will not be disclosed for any other purpose except as required by law.

) . o SDC/CL-0875
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INSTRUCTIONS

® Some questions require that you enter numbers or letters in boxes. For
example, i£~you are a Seaman, you would enter a 3 in the box next to this -
question: o . ‘ | :

Fg

s | What is you pay grade? E-| 3

Ple;ge note that the numbers to the left of the responses are for processiﬂg
burposes only and are not part of the questions.

.

e Other questions can be answered by putting a check mark next to your answer.
For example: ) o

Does the Navy have any offices to help personnel and their
families with moving, finding schools, etc.?

9 ..
Y 2 Yes
1l No

® Some questions are arranged to indicate degree of opinion or feeling.
.On these, please circle the number that best corresponds to your opinion
or feeling. For example:

/ ‘ ) How do you feel about your present Navy“job? i
17 |5 @ 3 2 1
Very . . Average ‘ Very .

satisfied T " dissatisfied
. . . .

Circling the 4 would indicate that your feeling is between "very satisfied"
and "average", or, to out it another way, you are fairly satisfied.
® In some cases, ydp may néed to write in brief answers or descriptions, or
follow special iﬁstruction§\on the question. '

\ . )
Please answer all questions on E@ch page, but do not spend a lot of time on
. any particular one. 1In all cases, except where specified, please give only
Oone answer to each question. A : '

\
A
\

Thank you very much for your cooperation in responding to this questionnaire.
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CAREER COUNSELING QUESTICNNAIRE

N 1. What is your present rate/rating? (e.g., ET, AME, etc.)

' .

See Page

A-5
2. What is your pay grade?
See Page : X , . . '
HA=5 . : o ‘ : . T o o
, S E- | . '
‘ ’ . ‘ . . .
3. How long have you been in the Navy? ,
Sce Pa_qé’ ’ 2
A-6 ’ year(s) and months ’
4. When is your current EAOS date?
See Page - - . - o
A-6 - !
19 | s
* Month Year o S
. 5. How long hdve you been assigned to this command?
See Page '
A-6 o
vear(s) and months
h 6. .Did you ever have an individual career.cdunseling interview be fore you
reported aboard this command?
- 36.8%_2 Yes
=242 63.24 1 No
\
A;.h N M
Q
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i _ Percent of Total (N=242)
= ‘Re-—~ - —al - - -
- (QUESTION spond 10%, 20% C 30%  40%  S50%  60%  70%  80%
: , T
Rate Group (Ql) l
. ' B
Deck. : -~ 29 - 1. 12.0%
Ordnancz 23 —— 9.5% v
Electronics 12—+ | 5.0% R
Precision . - ’
Equipment 0
Adizinistrative o :
and CleriCal 43 f———I 17.8%
Miscellaneous’ 0 , , : .
Engineering =~ ,
and Hull | 52 " 21.5% '
- Construction 0 .
Aviation 42 t————dq 17.4% :
Medical - 0 o _ 1
Dental : 0 : , '
: ‘Non-Rated 41 —+ 16.97%
! N= 242
; -~ . . |
! Pav Grade (02) _ i
i E-1 3
L E-2 53 i 21.9% 1
E-3 64 — 26.4% |
E-4 66 - 4 127 3% L -
E-5 K 14.0% | - ;
E-6 17 — 7.0% '
E-7 7 = ©2.9%
E-8 1 = 0.47 |
N= 242 - ’ .
Mean=3.68 or E-4 i
| |
| ?
o | 1 e SRS IV DI SR, I
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’ . # A Percent:of Tctal (N=242) .
: . Re— - S - ;
QUESTION spond lOé - 207 - '305 _?404-_ 50% 607% 70%. 80%
‘Time in Service (3] : . '._ ’ )
Less than 3 Years| 152 — E‘ : — . e i | 62.3%
3-7 Years [ 57 +—— 1 b . |23.6% : :
7-11 Years 13 f— 5.4% 0
- 11-15 Years ' 7 2.9% 0
15-1S Years 10 4| 4.1% |
More than 19 - < < /
Years _ 3 M 1.27%
N=| 242 )
Mean=45.69 -
T 1 months
“Time Remaining (Q4)
Less than 1 Year 47',-_m_____1 1@,4% .
1-2 Years 64 b 26.47%
~ 2-3 Years 51 3 4+ 21.1%|. "
" 3-4 Years 57 : + 23.6¢ - .
4-5 Years : 11 4.5% ‘
More than 5 Years 10 4.1% |
No response 2 0.8% !
—_ }
N=| 242 '
Mean: 2.6 . 69 l 7 . "- ) ', A_
. months | ‘ R
Months in Command [
(Q5)
1-6 Moriths | 83 — — 34.3% |
7-12 Months 50 ] t . |- 20.7% ‘
13-18 Months 30 -t 12.47%
19-24 Months 34 p——— 14.0%
25-30 Months 21 — 8.7%
31-36 Munths - 15 +— 6.2%
More thau 36
Months 7 b 2.9%
No response . 2 H 0.8%
N=| 242
Mean=14,04 months '
{
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7. dave you ever had an individual carecer counseling intefview since you
reported aboard this command? -

-

L=£48 41,33 T Yes
, - 58.7% 1 No-. -
. 8, How many individual career counse'ling interviews have &ou had at this
See Page command?
A-8 ' ¢
| individual interviews
. . . 4
9. Which type of career counselor has coenducted most of your individual-
career counseling interviews at this command? 0ol
45.4% 4.3% 0 82.7% 7.8% 19. 9% N=22
. N 3 2 1 6 -
‘ All by - ' © .. Half : All by No
N=1.41 Command and .~ . Department Career
. rr=o. 38 Career . - half . Career Counselor
= Counselor : ‘ . Counselor Available
10. When did you have your most recent individual career counseling inter-
" view at this command? . ’ :
See FPage S )
A-3 :
. ‘ ! ,
- Month : Year
. /4
11, Was this interview based on information of major interest to you?
£r.0n 2 Yes ' ’
N=155 5 .47 1 No
12, Dpid the career counselor seem interested in-you.as anvindf@idual?
92,67 SO PRPeOr seem Loy YO AR N 2RTTICEAsY iy
5 4 - 2 , 1
N=146 Very . - ' Somewhat Not at all
= . B
W interested o interested interested -
m=3.41 . : : . }
i
~
i
A-T
0 1
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' , i Percent of Total (N=242)
- Re- . . -
S QUESTION ' spond 10z 207 30%  40%  S0% 60% 0% BO%
# CC Interviews l
(Q8) |
1 ' 60 | 264.8%
2 . 27 1 ' : 11.2% .
- 3 13— 5.4%
More than 3 8§ — 2.8%
No response 134 -4 ]55.8%
N= l242
|
Mean= 1.76 '
interviews ]
‘Time Since Inter- N
view (Q10) '
Less than 1 ‘
Year 70 — 28.9%
1-2 Years 13 — - S5.4%
- 2-3 Yecrs b4 oA 1.7% .
No response 155 : 1 64.0%|
N= 2472 -
Mean=6.62
Months
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13, Which of the following group interviews have you attended at this

command?
N-221 . Reporting aboard interview £7.4% (2) Yes 3A2.67 (1) No
=155 . 18 months after joining Havy 9.0% (2) Yes 91.0% (1) Mo
N=150 . : 10 months before EAOS or PRD 72.9% (2) Yes 87.1% (L) No
14, From personal observatian of your command career counselor, in terms

.of, percentages, how would you estimate his/her time is spent:

\
liow career ‘counselor's

N="00 1. ] No command career counselor time is spedt'
Sev dlige Group interviews - : pefccnt
A=10 C S
Individual interviaws . percent
V.
Administrative duties . percen
Other duties . ’ ’ percent
. TOTAL 100 pe.cent
15, How much of your command career counselor's time is spent counseling
spouses of command personnel?
PECRE 8.7 ‘ '
‘T“' *“"" No command career counselor
o percent of time spent counseling spouses -
CSeer Page - ‘.
A-10
16. . Do you feel that you are adequately informed of Navy:programs and
. benefits? " _ -
N=239 2.2% 15.1% ’ 45.1%. . 19.1% 13.4%
. ; Yes _ Somewhat Not at all
definitely " informed informed
: 17, How easy is it to contact your command career counselor? :
N=232 Baah 21.6% 28.9% 8.2% 4.7%
m=3.71 . : 5 4 3 ' 2 1
: Very Average ' Very
easy . : © difficult

O
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\ i Percent 6F Total (N=242)
i UESTIO p— . A p 9 y
QUESTION Re 107 207 30% 40% S0% 60% 70%  80%
spond) .
CCC Time Alloca- "
tion (Ql4)
Group : :
1to 29% 82 _ — {33.9%
30 to 597 17—y 7.0%
60 to 1007 A 1.6%]. .
No response 139 ‘ — [57.4%
N= | 2042
Individual ‘
1 to 29% 65 —+  [26.9%
20 to 597%: . 56 | 23.2%
60 to 100% 27 4 11.2zy
No response 94 1138.8%
- N= 242
Administrative - ‘
1 to 29% 82 = ! 33.9%
30 to 59% Y 4118.2%
60 to 100% 13 4 5.3% : _ :
-No response 103 - - e 42.6%
N= | 262 |
Other duties i
1 to 29% 68 —t t[28.2%
30 to 59% 25" , 10.32 |
60 to 100% 40 4 j16.6% .
No response 109 4 45.07
N= 242
CCC Time with
Spouse (Q15)
1 to 297 44 18,27
30 to 59% 6 2.47%
60 to 100% 3 M 1.27% \
No response 189 — | 78.1%]
N= 242 N
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N=0]
N=89
N=
N=87
N=43

N=87

N=2357 .

=239
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18.. Have you received booklets describing Navy career opportunities?
(If yes, indicate most recent source.) )
47.1% 1 No '
2.9% 2 Yes, from division officer
17.5% 3 Yes, from career counsclor
1.7% 4 Yes, from leading petty officer
2.1% 5 Yes, from personnelman
6.7% 6 Yes, From shipmates
9.2% 7 Yes, CNP/BUPERS v
2.89% B Yes, other, specify
' |
19, With which of the following have yvou discussed Navy carcer
opportunitiess (Check all that apply.) :
J26.2% 1 Division officer
36.8% 2 Lead petty officer
8.7% 3 McpoC
36.0% 4 Command career counselor
17.8% 5 Department/Division career céunselor
56.0% 6 Senior POs
20, If you were ncaring your EAOs date, and were notified to see your
career counselor:
a) which approach would you expect: your counselor to take?
4% 1 .Counselor would give me a hard sell about the Navy programs
and try to ship me over.
£1.0% 2 "Counselor would provide me w1th factual 1nformat10n pertaining
.
to the Navy programs$ and provide civilian references to help
me decide which is best for me.
“ 18,87 3 Neither of the above.
b) what would you oxpect from your shipmates?
£9.39% 1 Shipmates quld ‘make a lot of wisecracks about shipping over,
f\j?.?% 2 Shipmates would ask about any u%eful information T had

AN received,

I30%- 3 Neither of the above.
X

A=11
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20, If you were nearing your EAOS date and were notified to see your
career counselor: (cont.) ‘

c) what would you expect from your supervisor?

=27 $5.9% 1 Supervisor would have already made arrangements for my
T appointment. with the counselor.
30.6% 2 Supervisor would suggest that I see the career counselor
T on my own time.
35.6% 3 Neither of the abovo.
d) Of your answers to the three questions (20a, 20b, and 20c)
‘ above, which one indicates what you would most expect to happen?
N=130 DO.O% 1 20a
23T 2 20b
12.6% 3 20c
43.5% 4 All about equal

A-17

£y

O
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21,

ta

|39}
wn

'

Numbered questions appear bolow, ol lowing . lettered Tist ot poersons
who bt provide you with ill"\)llll._l'l“i_\_\l_l or help, 1t needed. Read cach
question, then select the lk‘t ter repnesenting your choijce trom the list,
and place that letter in the oy MPJLU provided to the left of the question.
(You may use any ot tlese letters to answer the questions below.)

Persons Who Would I'rovide Information/Help

A. Division officer .G. Educational services officer
B. Lead petty officor ti.  Personelman

C. DPersonnel officer I. Shipmate

D. Comnand career counsclor J. Other

. Dept/div carcer counselor K. No onc

F. MCPOC ,

EXAMPLE

B Which of these is your immediate supervisor?

Which of the above do you feel would be most willing to help you
solve a problem related té your Navy career?

HE vou decided you wanted' to become an officer in the Navy, which
one of the above would you contact?

L you wanted te tind out which ratings in the Navy are eligible
for “RB, which one of the above would you contact?

Which one of the above would you feel most comfoftable with
discussing your Navy carcer? '

If you wanted- infermation regarding STAR and SCORE, or rating
conversion, whicnh one of the above would you contact?

The person you know who is the best source of information
reqardinq your ability to be promoted is:

wAho conducts the carcer (ounsollnq qroupn 1ntcrv1ews aboard your
pracent. ((nmndnd’

Who conducts the career counseling individual interviews aboard
vour present command?

['f you wanted more information regarding the Navy's in-service
cducational jrograms, which of the above would vou contact?

If vou needed help in making a decision concerning your Naval
career, which of the above would you contact?

From vour experience, which ot the dabove porsonnel really et
results concerning promotions, training, and other carcer
opportunities?
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. E’G'wg Lo Percen\ of Those Responding
SN 3%@3«};9 ‘
QUESTION | oo 4 5 3 ‘
oWz ed gel A B T ' :
R SH E YRR
ol | o | 2900 -1 3030 098] 5% | Ll s 751 1g| 204
n. L2 {29 15,5 | 28] 29 823175 |13 0 17 feme | 25 | 529
) 25 (26 |34 [ 62102658006 (13 47 9.0 0.8 | LT | 42
2, 0.4 {261 8.7 [2L.2] 08282166 |25 |20 ]33 (15,8 ]33 | 7.5]
5. 25 106 (47 | 55| L7 sLa0ed (0.8 hoo |6 |04 |04 | 62
% ] L2 [0S 13RO S ILT 62 (1Y (3.8 1155 |21 |21 | 0.9
. B3 105 | 05| Lh 508163 (3.2 |27 [ | b | 16 |24
|8, 9.1 200 |18 | 14| - 677036 |18 1.8 0.5 1.8 ] 1.8 | 7.3
29, L2 {29 (25 | LT 201200 (5.0 104 611 [ 2.9 |- | = | 2.5
0. 0.4 (261 {91 1174 | 17 (308195 (20 |17 |17 (el |6 |9
31, .4 (229 15,7 (188 35253 148 |35 4.8 |57 | 0.9 | 0.9 |14.4
A, Division officer G. Educational servicés of ficer
B. Lead petty officer H. Personnelman
C. Personnel officer I. Shipmates
D. Conmand career counselor J. Other \
E. Dept/div career counselor K. No one 1/
3
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32, In the past, have you ever attended a group session in which Navy
career information was presented using a slide or moving picture
projector?
=241 33.2% 3 Yes
53.5% 2 No
13.3% 1 Don't remember

33. Would you be interested in attending such a session in the near

. future? .
' 29,27 27.1% . 20.4% 7.5% 15.8%
5 4 3 2 1 -
V= Very No . Not at all
=S LA : interested - opinion , interested

If you have ever previouély.attended a group session in which Navy career
information was presented using a slide or motion picture projector, please
answer the following questions; otherwise please skip to Question 42.

. 34, How many have you attended?

N=84 25.8% 4 Four or more
m=2.1& 7.1% 3 Three
27:4% 2 Two
) 41.7%1 One
35, What information was covered in the presenrations you attended?
(Check all that apply.)
N=44- 18.2% 7 Educational and professional advancement
N=44 18.2%6’.Health and medical care
N=30 12.4%5 Financial security
N=31 . 12.8%4 Retirement
N=38 15.7%3 Reenlistment incentives
N=42 _17.4%2 oOther benefits of Navy
N=28 11.6%1 Don't remember - '
;
A=15
Q VAV

ERIC ~ -. v | | L

Aruitoxt provided by Eic:



,/’
. System Developmeht Corporation
10 September 1976 ’ . TM-5031/005/00

!

7
/
3bs What information was covered in the last presentatlon yvou attended?
(Check all that apply.) 4
J=38 ! 15.7% 7 Educatlonal and professional advancowent
=33 13.6% 6 Health and medical care /
?=3; 12.8% 5 Financial security '
11=38 ~ 11.6% 4 Retirement
=30 12.4% 3 Reenlistment incentives
l]=34 14.0% 2 Other benefits of Navy
J=26 10.7% 1 Don't renember
37«  How much did you llke the last pbresentation you saw? e
10,07 24, S9.1% 1o 25— 7.6
5 i 4 - I 3 ";.,V/’_/ 2 X 1
R Liked it O T 0 hisliked
ez, very much Opinion ’ il very
much
38, How long ago was the last session you attended?>
N=89 53.6% 4 Six months or more
m=3.28 18.0% 3 Three to six months ago
15.56% 2 One or two months ago
9.0% 1 During the last mon th
'. ’ ) ) \
/ 39. Who cosducted the last presentgtion you attended?
V=31 i 40.7% 6 Command career counselor
8.9% s Department/DLVLSlon career counselor
0.0% 4 pivision officer -
205 3 Lead petty officer
34.1% 2 Other
& 13.2%7 1 Dpon't know
40, How effective was the discussion following this last pre: ntation in
terms of additional information and/or clearing up questi 1s?
14. 0% 30.1% : 84.7% 9.7% B IR/
5 4 3 2 L
N=93 : Very No . Not very
m=3.05 effective Opinion effective
= B )
A=-16
. 1
o - i

ERIC
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ke
41.
N=897
m=2.73
42.
N=164
m=2.03
43.
S “(;;’L'
A-18 [

(. 44,

See Page
A-18
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As a result of attending this last session, hot much new knowledge
about a career in the Navy did you gain? '
10.3% 15.5% 35.1% - 15. 5% 23.7%
5 4 3 2 1,
Gained a . Gained pidn't gain
great deal some new ANy new
of new - knowledge knowledqe

knowledge —
How much influence does the knowledge you gained from the last
;;Sfentation hav? on your decision 59 reenlist? 'W
Py ) 6.1% 5% 16. 6% 50.6%
5 4 3 ' 2 1
A ‘great. Some o No
deal of influence ' "influence
influence o at all
Please indicate how you most
frequently obtain such infor-
mation. (Choose three sources
from the list and write the
appropriate letter in the blank:
below. )

\
I obtain 1nformation about the Sources of Information
Navy from:

A. Billboards
a. Most frequent source .
— - B. Navy Times

b. Next most frequent source :
; : : C. Local-Navy newspapers
c. Third most frequent source
' D. Other local newspapers

E. Magazines

please indicate which sources you F. Ra?lo. .
think are best for obtaining G. Te'eYISlon
H. Mail

accurate information about the Navy.
(Choose three sources and write the
appropriate letter in the bhlanks
below. You/can chonse the same
saurces as ‘in yuestion 43, if you
like.)

I. Posters

Best source of accurate information
about the Navy:

a. First choice
b. Second choice
¢. Third choice

A-17f

J. Scuttlebutt from shipmates
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43, Frequent i
sources of
information
a) First 874 200 (13,07 | 3017 10,07 0.5% | 7.2% 0,97 [0.5% | 4.1% | 2.3% | 29,47
b) Second | 11.2 215 [13.0 [23.3]23.7|1.9 |12.610.9 |4.2 [5.6 137 (112
c) Thifd 1.01213 103 [12.2113.6 4.7 [12.2]14 . .7 13.2 0.8 24.8
44, Accurate
| sources of
information
a) First | 12.8 {211 [12.8 [46.9 | 7.6 [1.& [10.0(0.5 |0.9 |7.6°|1.9+{10.4
) Second | 12.4 (212 | 8.0 |28.8[30.2 (14 | 9.4 |16 |47 [6.6 |33 | 6.1
¢) Third | 14,0208 b4 | 9.1]16.3 4.3 |10.6 |14 |4.8 9.1 8.2 |2L.6
A. Billboards - F. Radio
_ B Navy Times G, Television
C, Local Navy newspapsrs H. Mail
D. Other loca] newspapers I. Posters :
E. Magazines ' J. Scuttlebutt from shipmates
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10 September 1976 - TM-5031/005/00

45. Thére are many aspects of Navy life about which you=might like to
obtain additional information. Please indicate how interested you
are about obtaining additional information for each of the following.

INTEREST IN ADDITIONAL INFORMATION

Seo Page ]
=00 . » Very Moderately Not
' ' interested interested ~interestod
a. Educational and train-
" ing opportunities 5 4 3 2 1
b. Family Housing ' 5 4 3 2 1
c. Medical and dental : e
benefits - : 5 4 3 2 1
4. Retirement benefits 5 4 3 2 1
e¢. Recreational ) .
! facilities ' : 5 4 3 2 1
f. Exchange -and Com-
. missary services "5 4 3 2 7
' g. Personal Services . e
Office . -5 4 3 2 L ~
h. Dcpeﬁdent educa-—
tional benefits 5 4 3 2 1
i. Amount of money
\“ you can expect
S to earn in future - 5 4 3 2 1
4 .
vl
A-19 .
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45. There are many aspects of Navy life about which you might like to
obtain additional information. Please indicate how interest you are
about obtaining additional information fotr each of the following:

N

INTEREST IN ADDITIONAL INFORMATION

Very Moderately . . Not

ﬁinggxested interested interested
5 - 5 3 | 2 1
A 53. 8% 18.5% 18.1% . 2.9% . 6.7%
. N=238 ' m=4.10
oo o249 1s.2 169 8.4 346
. N=237 m=2.87
e 56.7 " 19.3 12,6 2.5 8.8
N=238 ' m=4.13
d. 37.4 10.6 15.7 7.7 - 28.5
N=235 — m=3.21
.. 37.7 28.0 - 20.8 4.7 ~ 8.9
. N=236 m=3.81
£ 37.8 23.6 22.7 5.6 ~10.3
N=233 m=3.73
. 33.1 24.6 27.5 6.4 8.5
' N=236 m=3.67
h. 46. 4 14,5 10.2 - .3.8 251
g N=235 n=3.53
: 69:6 11.8 8.0 2.1 - 8.4
N=237 m=4 . 32

ol
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APPENDIX B

CAREER COUNSELING QUESTIONNAIRE - CHI-SQUARES

This appendix presents the results for all questionnaire
. items having Chi-square values significant/at least at

the .05 level. Responses of ividuals /from ‘the High,

Medium, and Low retention rate grou fére compared.
For each alternative, the total percent resQonding by .
'group are displayed. The Chi—sqoare value, degrees of
freedom, and the numbers of resooodents‘follow the
tabular display. One asterisk (%) indicgtes'the Chi-
square value was significant at tho .05 level of

. . . s N e
confidence; two asterisks (**) indicate significance

at the .01 level of confidence.

[y
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] T _
; TOTAL | RETENTION RATE GROUP
i GR
QESTION RESPONSE oup f .
. T :
1, HaVe‘you-ever had an | Yes | 41.5 j 167 3641 71.2
- individual career counseling | No 8.5 833 03.6] 28.8
interview since you reported o '
aboard this comnand?
Chivsquare = 33,571 () | (61) | (42) | (u60) (59)
=2 : g
| i )
8. How many individual career 0 55.4 | 78.80 59.7) 28.8
counseling interviews have | 1 1 25.0 16,3 25.9| 30.5
“you had at this command? 2 Co1Ly 48 8.6 22,0
3 ‘ 5.4 | - 3.6] 136
4 | 1.3 - J]3
= ) A : = J. -
\ e IRREEEY BRI
' Chi-square = 38,176%* ; . .
e df =12 , ) '"('240) oy )y 69
_ ‘ P | .
9., Which‘type of career coun~ | 5.’ ALl by command carger ‘
selor has conducted most of | counselor 5.4 | 333 3591 66.7
your individual career . b, ‘! 5.3 -1 26} 8.9
counseling interviews at | 3. Half and half COT L ILY 2820 17.8
this command? 3 18 16.7 9.0 2.2
' | 1. ALl by Department |
M career counselor 19.9 8.9 %4 b4
Chi-square = 25.970%*
df =8 N W |6 | (18 (8 ()

9/61T amquasidasg OT
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j N ‘ | | RETENTIOY RATE GROUP
| ESTION WSPOSE | AL :
o | , SO0 ren | ow
l kX
| —
13, Which of the following growp | 10 months before EAOS or, PRD
interviews have you attended | Yes cop I8 ) 40 ] 109 237
at this command’ No | 1 87.1 | 96.0 | 89.1 76.3
Chi-square = 6.032%. ‘ o ! .
ff=2 | ()] (155) 1 (25) | (92) | (38) )
14, From rersonal observation of | Individual interviews \ e
your command career 1-9% | 12,9 {411 1 10,0 | 6.0 1.
counselor, in terms of per- | 10-19% 20.4 [17.6 | 23.8 16.0.
centages, how would you . | 20-29% - 10.2 1 5.9 | 13.8] 6.0
estimate his/her tine is - [ 30-39% | 13.6 1 5.9 | 163120
spent? -], 40-49% 8.2 5.9 | 5.0 140
o 50-59% 163 1 s 16| 0
P, 60-697 15059 15 8
c v FARIS L8| - | 38 80
- : /] 80-89% 27 | - | 251 40
B /|0t 3 L4 |18 L 13| 40
‘ . ' / : ' . "
© Chi-square = 36.611% - I | |
df=18 : ) pan o) | 650) ]
/o - ~ |
| | Other, Duties . | |
i | RS 191 | 50| 69|10
| 10-197 . 2L | 5.0 f 194 | 3G
| 20-29% 205 | 5.0 | 23.6 205 |
L | 30-39% e8| - | se 125
' | 40-497, | 38 | - | 56 L5
] | 50-59 8.3 | 5.0 | 11| 5.0
R 60697 6.1 [15.0 | 6.9 -
L | 70-797 : Sl 38 5.0 56 -
| : - 80-897 5.3 | 5.0 | 5.6 5.0
- 907 up 15.2 1550 | 9.7 5.0
| Chi-square = 48.885+* . .
df =18 | SN s | o) | (72) | {40)

|

i
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N

b} R‘,’ . ‘E (EB“I E
QUESTTON RESPONSE  * . TOTAL AETENTION- R4
| Groyp | HIGH PEDIUM [ﬂLOW
16. Mo you feel you are: | 5. . Yes definitely 9. 7.1 6.5 17.2‘
adequately informed of Navy 4. | 15.1 [ S Y S VY
programs and benefits’ Y, Somewhat informed 42.9 40.5 444 139.7
. | 2, 19.3 - 19.0 2.7 13.8
o Lot at all inforned 1134 26.2 101 12
Chi-square = 15.2&01 i }
df =8 (N) | (258) (42)  (138)  (58)
o \ b
i ~ !
o
18. Have you received booklets A0 46.9 | 56.1 | 48.9 [33.6
describing Navy career Yes, from division officer| 2.9 2, 2.9 1 3.4
opportunities? (If yes, Yes, from career
indicate most recent . counselor 17.6 9.8 | 10.1 | 40,7
sources. ), Yes, from leading petty
officer 17 - 2.2 | L7
Yes, from personnelman 2.1 - 2.9 | L
Yes, from shismates 5.7 1.3 0 1.9 34
Yes, CNP/BUPERS 9.2 9.8 | 10.1 | 6.3
Yes, other, specify 13.0 | 16 | 15,1 | 6.8
Chi-square = 32,661**
df =14 N 1 (239) | 41y {(139) | (59)
I
4 1 Significance = .0515. This iirm was included to assist the interpretation of data

since its ANOVA was significant and its Chi square was extremely clese to significance
at the ,05 level |
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25.

QUESTION

If you wanted to flnd out
which ratings iu the Navy
are eligible for SRR, which
one of the above would you
contact?

Chi-sqi-.e = 36,695
=2

If you wanted information

regarding STAR and SuokE,

or rating conversion, which
one of the above would you
contact’

RESPONSE

WDivision officer

Lead petty officer
Persomnel officer

| Command career counselor

| Jept.[Div career counselor
e

Fducational services officer
Personnelman

Shipmate

Other

No one

Division officer

| Lead petty officer

Personnel officer

Comnand career counselor
Dept. /Div career counselor
MCPOC

Fducational errvices officer
Personnelman

| Sgipmate
Other
Chisquare = 33.165* Yo one
i = 20 P )

e e s e Tt A s o i i St o e+ ot St s

RETENTION RATE GROUP

TOTAL ‘
GROUP |
HGH | MEDILM LOW
L4 5.0 EREBN
63 |75 IR
EEEIRESREY
46.0 32.5 39,7 |69.5
10.2 | 7.5 1.8 | 8.5
1.3 |25 1.7 LT
L1105 | Th ] -
19.1 22,5 §23.5 | 6.8
s e LT
L7 |25 (15 L
63 1125 1 2.9 = 1.7
|
(235) | (h0) [{136) 1(59)
|
G798 |30 :5.1
5.5 1102 197 5.1
7| - 300 -
51,5 36,6 [48.9 (67,8
11,9 | 16,6 [24.8 | 3.4
9 - T T
10,2 [12.2 L1 |6.8
8.5 | 4.9 1.1 |51
N N
A 2.4 - -
L3 LT 1T |3
(235) | (1) (139) |(59)
|
|
\
|
|

9/61T aA=2qgwaaxd=a2S OT

uarTjlrvacdao)d zuasuwdortensg weasLkg

Q0 /SCO/Tv0C—ILL

=



|

et o et et ot e w4 . e “‘-.T e e vt

" RETENTION RATE GROUP
QUESTION ~ RESPONSE 0TAL 1. |
| CROCP ey *roruw| - Low
S , .- . SN
26, The person you know who 1s | Division officer 20.6 | 19.5 L0203
| the best source of infor- Lead petty officer 0.7 4663 2540322
| mation regarding your ability | Personnel officer 5.5 i 9 L9119
to be promoted is: Cormand career counselor 11.8 i U 9.4 122.0
ept./Div carcer counselor | - &2 {4 -
| | HPOC [T I I A R
“dications! services officer. 3.8 ! 2.4 | 5.8 -
| " | Persomeluan 155 173 10083
| Shiprate .1 | Lo} 34
\ | - O L7 - a9y -
| N : No cne 2.9 : 9 | 29417
. } Chi-square = 38.930%* 'l | o
df = 20 o (W) | (28) | (1) [A38) | (59)
.T y | \ | | I |
? F?. Who conducts ti.- career Division officer 0 | 2.6 -
counseling group incerviews |Lead petty officer S - | 8-
aboard your prese  comnand! | Personnel officer 1.4 2.4

Command career counselor | 56.6 4 38.5 | 53.2 1759
Dept./D1v career counselor | 6.3 |15.4 | 5.6 | L7

: P00 12 | 51| 40 -

o | Fducational services officer| 2.7 | - | 3.2 134
| . Personnelman o] - |-

"%‘ P 7T Shiphate 1.4 ‘ 2.6 B 17
T Other | 61,1 5.1 | 40134
| o one S35 10,8 | 25,8 138

| |
Chi- square = 29.491* | ‘
df = 18 S W | ) (39 | (124 68)
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N e e e e = - .
|  umovemoor] 5
| QUESTION | RESPONSE TOTAL *& - o)
5 GROUP HIGH MEDIUM | LOW o
e e ——— e ] e amee A ] g
29, If you wapted more infor- 1 Division officer 2.5 49 L4 e ;
mation regarding the Navy's i Lead petty officer L 24 002 | - "
. to-service educational ' Personnel officer 21 - 1168 | E
| - programs, which of the above i Commanﬁ career comselor | 20.2 2.0 ;123 1373 N
would you contact’ | Dept./Div career counselor 5.0 73 158 L | ‘
| MepoC Y A T
- Educational services officer| 60.9 5.2 6.8 49.2 | |
| ‘ Personnelman 29 0 L4 kY - |
l Shipmate - - s N
Other L1 &9 L -
No one , 1S ; 9 22 L7
Chi-square = 37,7 % , ‘ ; ,
df = 18 : (V) ! (238) | (81) ;(138) (59)
T | o » o
31, From your experience, which ' Division officer 15.8 ! 1,9 'l |10.2 |
- of the above personnel | Lead pett. officer 18.9 43 6 112.3 16,9
rzally gets results con- Personnel officer I EEY REH!
-rning promotions, training, | Command career counselor 5.4 L6 ‘27 7 135.6 0
and other career i Dept./Div. carcer counselor | 4.4 ' 5.1 |54 | L7 P
opportunities? - MCPOC 35 L6 Lk LT 0
Educational services officer| 4.8 ' 2.6 | 6.9 L7 :
Personnelman Rl ; - 6.9 |6.8 5
Shipmate L R Y ;
Other Tah 2638 - o
i , Yo one | 1.5 231 1.8 169 5
! Chi-square = 49.209%% : : o A
A= 20 - o | (228) : ()9)"(130) (59) g :
. 31
| & | 3
| \ o Ny
| - 3
| f”;mmlwwg F—
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- REIENTION RATE GROUP

QUESTION i RESPONSE, AL = =T
X GROUP | HICH  MEDIVM  LOW
32, In the past, have you ever iYes | 33,3 ; 12,2 ! W3 45,8

attended a group session in | Ko 5.8 T2 53.6 40,7

which Navy career informa- - 'Don't remember 129
' i

tion was presented using 2

glide or moving picture

b 1101 136

|
projector’ ; : i
* Chi-squate = 13.199" | T
df =4 | (¥) (240)  (41) |(140) (59)
43, Please fnéicate how you  Billboards S0 12 |07 T
| nost frequencly obtain such  Navy Tines S 120 132 |16 13.0
| information. (Choose three :L0ca1 Navy newspapers C106 1194 | 160 9.3
- sources from the list and  Other local newspapers R AR R LR O
Yoo write the appropriate LMagazines 2 10,5 | 1.6 14.8
| letter in the blanks below.) | Radio S W X T B
| - Television 67 133 8130
I obtain information about  Mail | C52 16 | &1 83
08 - | 100010

| the Navy from: | posters |
| , | Seuttlobutt fron shipmates « 24.4 1 3L.6 2.4 14,8
; ¢, Third most frequent | i i

source

- Chi-square = 3. 546"
df = 20

M () | (8 | G
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APPENDIX €

CAREER COUNSEL ING QUESTIONNAIRE - ANOVAS

This appendix prescn - information comparing the responses
made by individuals from the High, Medium, and Low
retention rate commands to questions with ordinal responses.
The means for cach of the three groups and the mean for

the total group are displayed with the-associated sample

which had I ratios s ignificant at teast at the .05 level

|
)
I
) sizes and the derived F ratio. Only those questions
)
f
) . - e
| are shown. One asterisk indicates the F ratio is

' ‘

significant at least at the .05 level, and two asterisks

1
! indicate significance at least at the .01 level.
|

S

Cc-1
Q o R

ERIC- g ; /

Aruitoxt provided by Eic:



Svstem Development Corpordtinn
. 10 September 1976 ‘ TM-5031/005/00

8. How many individual carecer counseling interviews have you had at this

command?

[:[:] igg[g{yhlql interviews

Retention Rate Group s .
- ~ FOTAL F
fighiMadiam |1
Mean .38 .65 L. 39 .78 12, 708%%
N CA2Y L (139) (59 (0
9. Which type-of carcer counselor has conducted most of your individual

career counseling interviews at this command?

S 3 — 1 5
All by - Half All by No
Command and Department Career
Career Half Career Counselor
' Counselor Available

s
Retention Rate Group TOTAL F
) High [Medium [Low : -
Mean 2.72 3.17 4:31 3.48 11.135%%
(N) ~(18) (78) (45) (141)
14 From personal observation of your command career counselor, in terms of

percentages, how would you estimate his/her timc is spen::

How career counseler's
tim+ is spent

No command career counselor

Group interview o - percent
Individual interviews __ percent
Administrative duties - percent
Other daties percoent
TOTAL 100 percent
- / ]
C-2
O - [1’

ERIC

Aruitoxt provided by Eic:
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. System Development Corporation
‘ ' TM~5031/005/00
INDIVIDUAL INTERVIEWS
Retention Rate Group TOTAL "
High | Medium Low
Mean 31.18 | 40,38 50.20 42,65 4,718%
(N) (17) (80) QSO) (147)
] »
\
OTHER DUTIES\
‘ ]
Retention Rate Group TOTAL F
High |Medium | Low |
Mean 80.00 }47.36 (33.30 48,11 19,287%*
Ny - | (20) | (72) (40 (132) '
| ' i .
16. Do yous feel you are adequatelf\inﬁormed“of_Navy progfams and benefits?
: ' o
5 4 3 2 1
Yes Somewhat | Not at all -
definitely informed - informed -
14
-] Retention Rate Group . TOTAL F
High | Medium | Low | )
r L
Mean 2.50 ] 2.88 3.1 1 2.87 4,098%
ay | a2y la3s | 68 | (238) "
\ |
{
L~
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APPENDIN D

CONMA'Hi RETENTTON TEAM INTERVIEW

er

This appendix presents the questions asked of thg A&
of the Command Reteuntion Team. An SDC data collQ&ClO a1
team member recorded the answers, except for the g@ e Uh\

questions having a matrix. For these questions, &he

was usually handed to the intervicwee to look ovgy fl Jo R R
th — Vowver di . ; S ﬂn0¢ Qi?
en the. intervicwer discussed chie intent of the £ §
X\
descrlptlons, and the intervicwee then wrote in tﬂc 0 \

indicated to be appropriate.

w

= D-1
Y

s

e
~
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- . a
. . 5

* COMMAND RETENTION\TEAM:INTERViEW

“1. Wh;t is your position? . N
S\ Commanding Officer. R C . o o e
Executive Officer S
Department Officer ..
' Division Officer
MCPOi/Senlor enlisted
Command Career Counselor -
Dept/div Career Counselor
. Personnel Offlcer/personnelman

l-l T
/

O N, S W

2. What is your present rank or rating?

3. How long have yeu been assigned to'yodr present job?
S ;

Months

: N
4. At what level do members of your commapd participate in the retentlon-

‘program?
\
‘ ¢ in l ! 1
L‘ )
. [ ! — ] ) ' . ?
. | : a <Y ‘
—_— ; = o -
: ¢ | : o v o {
l o0 ! s o0 K] 3] (] !
= v, e ) c S I T
oA S g c 4 o o '»o ‘v
. TH A JEm oW WO e de Sk
co |V (Do [Ao Ko cov Ay g W
o J =13 U 0n U (ST T 0. |~®n 0 U
E o O l@ed [ A 1O A E E.|% c o
N EH |28 |88 28 |8 |§37|85 |BE
FUNCTION So (W9 Ao |[Ao0 [Em 0o A0 MmO
\ ’ :
Conducts group interview a 1. : . “
sessions . ‘ .. R Vi :
- Attends group. 1nterv1ew ' \
sessions. ' : ' i
Conducts prlvate counsellng ' ] ‘
sessions- -
. Counsels or brlefs
‘wives . : ' - . ’ ]
_Assists in solving personal
} or command problems. (CC) !

Using the following scale as reference. enter one of the numbers 1nt2/%ath of
the boxes prov1ded , _ A

1 = Never 2 = Rdrely 3 = Occasionally 4 .= Often 5<f:?eyf'often

~
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. g . : : . : . '
5.7 What scheduling problems have ydu encountered in complying with the
requ1rement to prov1de each of the group interviews? '

o

six months?.

6. How often was each type of group interview conducted durlng the last

7: How.do you distribute your counseling and interviewing time between

8. What follow-up actions do you accompllsh after a group interv1ew has

been uonducted7

first-term personnel and career personnel?

9. How do you monitor the effectivenéss of your Yetentlon efforts? !

o Sour°e for retention indicators?

~

10.° 1 would appreciate it if you would PfUVldL me with a (opv nf tho last

Monthly Report of gareer Lounsvllng d(thltlv%

11. With regard to advancement of - personnel

we would ]ikc to know the number

- of eligible strikers/petty officers; the number thac took the exam, the

number that passed, and .the number PNA.

NON-DESIGNATED STRIKERS

!

©

DESIGNATED STRIKERS

/ ' / / ‘
(Eligible) !/ (# that took exam) /" (# that passed) I (# that PNA)

[ . .
(Eligible) | (F that took exam) ! (# that passed)/ (# that PNA)

PETTY OFFICERS

(¢4

[ / o
(Eligible) I' (# that toock exam) [ (# that passed) | (# that PNA)*

12. How: does the CREO List affect your retencion efforts?

13. How much 1mpact does BUPERS manpower forecastlng have on your retentlon

program?

" 14. What is your primary method of getting Navy retention material to the

attention of enlisted personnel?



' S ' ‘ System-Dévelopment Corporation
10 September 1976 - _ 4 . ' TM~5031/005/00

15. What impact do other Navy media such aé’thé'Navx Times - have on retention?
“iﬁ. What impact do;non—Névy media have on retention?
17. How important or effective are the retention aids and materials provided

by the Navy. to your program?

PROVIDED AIDS AND, , -
’ MATERIALS : IMPORTANCE  EFFECTIVENESS

CAREERGRAMS L

BROCHURES

CHINFO. GRAMS

POLICIES

' DECALS

SLIDE SHOWS.

BUPERS INSTRUCTIONS

SECNAV. INSTRUCTIONS

FLEET IgﬁTRUﬁE{PNS
+— .

POSTERS

CAREER COUNSELING MANUAL

kel

1 = not important or effective

2 = minor importance or effectiveness
3 = moderately important or effective
4 = important or effective

5 = critical to success of program:
"6 = not used ' :

7 = don't know

AN
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i
i

18. How often have you used the multi-media material provided ﬁ?r career

retention? e Slide Shows? e Films? . : S

19. What do you find ‘that most stimulates an interest in a Navykcareer?

20. How does your tickler system operate? @ Wﬁht does syétem fﬁdicate?
"21. What. procedures do you use to ensure that'personnél submit D&ty
Preference Forms? e Problems? ' : C \

22. When did you complete the CIAC School? e Which one? A
. N ' . . . ‘\'.
‘ © 23, What is your judgment on the effectiveness of the school (in préparing
you for your career counseling duties? e Most useful; o Least uscful;
@ Recormended changes; e Adequate? : B
24. How mucn of your'time is spent cdunseling Navy personnel? ¢ Group;
o Individual; e How many of each last month? - |
25. ‘How much time do you devote to the counseling ot briefing of family
' members? e Group; e Individual; e How many of each last month:
o Last .6 months? - - ' ’

26. How much of your time is spent away from-the ‘desk? @ In unt#; @ with
families; e on base/off base; @ collateral duties? S

27. What techniques do you use to create an effective interview or counseling
atmosphere? . ] ‘ - : ;

28. What procedures do you follow to prepare for an individual interview? .

. 29. What insights concerning Navy life have you been able to gain from
/ o _enlisted personnel through your program. o Working éonditions;
' # Treatment by supervisors; e Living environment; e Apprehensions?

30. What kinds of inf.rmation have you fed back to your command concerning
general problem areas? e Job satisfaction; e Human awareness; o
o Living conditions; e Equal opportunity; o Working conditions;
e Moonlighting? ’ : '

31. What procedures are followed concerning Navy personnel who are not
récommended for reenlistment? o Are they notified?. '

yo o o o~ .
\‘1
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32. - How and with whom do you coordinate your retention efforts?

-~

o 1
@
. (=3 RO
~ O —
o o —
4] o RN} Cocg
<y o o (&) —~
= - 2 o
o | bW o, o - )
J L i e} o =
o 9 T @ g o )
B ] e = ) £ o
O = = ' = [ <
*PERSONNEL OFFICE : ol
"« |OTHER COMMANDS
. , // )
BUPERS . .
TYCOM -
RECRUITING ' : ~ ]
CIAC SCHOOL ,
{DETAILERS L : | i
“|OTHER ' .
FLEET COMMANDERS g s
p— - L
s / 1 = Never . ‘ _ ) ,
*U 2 = Rarely o
2 . 3 = Occasionally - : . : e
;7.;} 4 = Often ) .
-5 = Very often : ,
13 ’_\
_ -
- £
e
D-6
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APPENDIX E. : ' .

ar )

Command Retentlon Team

Organlzatlonal Proflles ‘

.

: — -
Profiles appearing in this appendix wre presented to assist the reader in

obtaining a tonceptualiidtion of the wide variety of ways in which the
Command Retention Team is‘turctioning. Variat. ons in implementation
approach and innovative ideas beine'tried'oue/by some organizations,may
be of interest and assistance Navyw1de. Trends can be 1dent1f1ed and
consistent themes, of both p051t1ve and negative nature, 1dent1f1ed L In;
addition, research results tend to take on edditlonal meaning when they
can be interpreted'in light of the context, from which they were obtained.
There are several ways to.obtain organizational data in addition to the
administration of'qpestionnaires, sSome of these methods were used during
thé .data collection activities at the fifteen Navy units sampled in the
study. Wethods supp1emental to questionnaire admlnlstratlon consisted of.
one-on-one - 1nterv1ews:wg£®up interviews, sensing sessions, and observa-
rlons of organlzatlonal activities at the units sampled. Data colletfed
by trained interviewers, ac111tators, and observers u51ng these methods
are valuable additions to questlonnnlre data. When properly synthe514td
assimilated, and presented, thesevadditional data provide insights into
the organlzatlonal env1ronm nt. Caution, however, must be exercised'

since such 1n51ghts supplement rather than replace data presented in the

body of this report.

.
|

Profiies presented in this appendix have been'identified'alphabetically
to preserve organization's aronymityy Navy terminology and acronyms .
appeering in the prefiies have been included to preserve the context and } -
flqur.of the data. To fati;itate understan&ing of these special terms--
a glossary is provided in Appendix F. ' '

.

VT .

T
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PROFILE A

The four CRT.membg .o of Organjzation A interviewed have all been assiéned to
this unit for Ovep a ¥83%s wigh rhe exception of .the collateral duty career

counselér who hasg been,theFe éix months. The division qfficer, a lieuteaant
ready for reassignuent, Nas peen assigned'the'lohgest—740 months; the X0, 23

) . . W T .
months; and the Ceg, 12 monthg, N

They indicate thag yrouP iﬁperQiews are not conducted and that %he +18 and/or
-10 slide Pfese“tatioﬂs'aré not shown becausé of conflicts with operating
schedules and Wity HRAV and ppgge II scheduling. -A géneral bias against these
types of sessiong was Jlso @vjinced. Formal one-on-one counseling does nhot seem

to be a reguld~ Dracclbe’ the Y0, division officer and CCC all indicated that

they speﬁt very 1lj.cle Fecent rime in igs practice.
<
Retention efforts are closély monitored ar’ continually evaluated by all CRT
members. ThlS lnqluded g0ing peyond the mon1tor1ng of numbers. The XO per-
sonally revieéWs ‘th, gpdated Duty Preference Forms perlodlrally The divisior
officer graphs ang provldes unit statistical data on all personnel gétting out,
extending, oF r@enligcing‘ The CCC provides first-hand information on the
success of the ?ete;tiQ“.efforcs to the CRT members via impressions often
obtainéd from tha reacCiO“S of 'the individuals he intérviews.. Neither the CREO
List, "a y_oOd idey but it Only'emphasizes thgt*A# and B* can't cross-rate,'" _
not the BuPers Magp,,uer Forecage data are telieved to. have any effect. on reten-

tion at the unit. -

-

Vavy retenth“ Ma e rldl is ¢igeributed durlng tiie qpe- on—one 1nterv1ews conduc-

- ted by the Laruer OunSeIOL and only pertinent materlal 4s provided. Also, the

POD is used a5 a hlclc for rov1d1ng _career_and educatlonalnbeneflts*to‘the
L~

I ~.
¢rew. The XO hq§ ncofPOTGtcd a procedure to send career, fringe benefit and

.

T \/—~\/___~ i

*The two grouPs or rdcings-which are in greatest demand.
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B
\

family ben efit Lntormatlon to Aqu wives to notify them of "the unit's aciivi-
ties and career opportunxtxus for their husbands. The reaction to Lﬁo impact
that media have on retention is deemed minimal, although oae member of the CRT
felt that media ruportb on the loss of benefits iupact uebatlvely on ruetention
effopts. Most of the membexs of the CRL'feen that the Career Counse 2lin g ﬂanual
and policies are important factors to their retention prggram.

Job satisfdgrion, which includC‘.‘nfeer growth, working envifonment'nnd wofking
relafionshlpa, are rated most important as stimulating an interest in the Navy

as a caree . There is also an awareness Lh\L Navy wxvo are often unintformed

as to thclr family benefits and spouses’ career opportunltiés. “

E-3
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. PROFLLE 8 N\

Of those CRT members of Urganization B interviewed, the XO has six months at
his c¢ssignment, the, departmeint officer four months, the MCPOC nineteen months,
and the CCC one month. The CCC is the only CRT member who attended a CIAC

school and that was for three weeks in the Spring of 1974.

No group interview sessions which directly pertain ‘to career counseling are
conducted aFlthis unit. Most carcer counseling activities are conducted pri-
vately, one-~on-one by the CCC. (All CRT members indicate that the team actively
assists unit personnel solve carcer counseling related persqn&l and command
problems)., Of the two slide Presentations availbch to the un%t the +18 was
qsed twice over the La#t six months, while the -10 prcsuntnt{un'wns not used. ,
. !
Retention efforts are mainly assessed through direct feedback from the unit
personnel, perceptions'of intent by the X0, the monthly reports, 1080 intervieuw
schedule, .and the number of individual interviews conducted, The CREQ Lists l

although rated helpful for the retentien of first termers do not appear to be

- generally used. BuPexs Manpower Forecasting is not used at all. Navy reten-

)

tion materials are handed out by the CCC during interviews, posted, distributed
at branch prcsentations, and listed in the POD. Opinions regarding the reten-
tion value of the Navy Times is neutral at best. Although the XO feels that
well done advértiseméhts in- che media have allowed sailors to be accepted as

men in the community, none of the CRT thinks that the r n-Navy media have much

~}impact'3n reteation.. .The Carcer Counseling -Manual is rated as an important

aid to the retention program and local Navy policies, BuPers Instructions and
SecNav Instructions are deemed critical te the program. Most indicated that

Careergrams were not used at all.

Ekcept for the X0, who indicated he divides his retention effort time equally
between first-term and ‘career personnel, the primary CRT effort is toward
influencing first-term petéonn?l to reenlist. Although all CRT members get
involved in directly h&nnseling personnel, the primary responsibiiity for this

activity lies with thé¢ CCC who spends anproximately 60% of his duty rime

—

. E~4

ok
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ractively\counseling persomiei.  The rqspousihiliry‘of.uusuring’Lhul unit per-
sonnel submit their Duty Preference Forms is delegated to the CCC. This is
ofcén\done as part of the onc-on-one interview process. Jailors Whoburu not
recommended for reenlistmentAnrc interviewed upward through the chain-otl-command,
. where they are advised of the reasons or problems which preclude them from

' . . \ . .
being recommended tfor reenlistmwent. - S ) ) -

gy . . - . . N L
Most CRT nembers tfeel that job satisfaction and its conedwmitants-~challengiag
f ~work with a future, recognition for vutstanding perfurmun::>>&gc important
inducements to a Navy carver. The XO em@hatically feals that if this can be
accomplished, money is not thiit importa1t as an attractor. The MGPOC teels
that early retirement is an adlditional attraction, while the department officer
, " y : I S A : . . T
states that "where a man is s ationed is as important as what his job is.'
Educational opportunities werfe also seen as a retention inducement-~the lack of

such opportunities clouding reten&ion efforts.

| » ' ' E-5 \
< I . - ' i
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PROFILE €

The CRT personnel of q#gani:atLon ¢ who weve intcrviewedlincludc thc X0, a
department ottficer, tﬁc CCC and a collateral duty, departnlent career counseior,
all of whom have been at the{r.presonc cssignments for 13 months or less. The
collateral duty career counseclor attended a four-week CIAC school. The CCC,
although not completi g the CIAC school, attended several one- and two-week
career counseling coﬁﬁseq at various Navy bases, then "worked six mohths in a
slot . . . applied to* .|. . and got wy NEC.” -

It does not appear t“ut the CO, XO and other officers are directly involved
with.the program othe v than provxdlnb support and visibility. decuusu this is

a small unit, the CCC has\uany.collateral tluties which he feels hampers his
effectiveness and lessens hrb credibility. This viewphint is, shared by the
departmenc career COUnSLlOrF who work the program o? their own time and 2s a

low priority, - Thc duality af roles (counbelor and L;ne manager) is recognized
by both the CRT and crew as oft:n being in conflict!with the goals of the Career
Counseling Program. E\cept for the CCC, the CRT spFnds most of their counseling

time (73 80“)\addre551ng flrst term personnel as opposeq to career personnel.

.The CCC gives equal time dependlng upon the need, whlle the department career

counselor feels that most career rypes bypass collateral duty career counselors

and go directly to the command career counselor or personnel office.

There are no group interviews or cocnseling sessioﬁs condpcted'during which the
+18 or -10 slide presentations are shown. The only "group" activities are the

I Division orlentatlons during whlch somc career growth and educatlondl programs
are addressed by the CCC. These are conducted monthly. The reascns given for

not using the slide presentations and(more gooeup activities are lack of space

.and facilities, and scheduling'proble%s which cause conflirt with operational
\ .

requirements when segments of the crew are away from their operational duties.

The CCC has conducted two group counseiing sescions within the last 3ix months
for the purpose of providiag advice and;COUAseling in filling out tne Duty

Preference Forus, . ' . \



: Svatem Development Corporat ton
10 september 1976 , CIM=5031/005/ 00 '

There apprars to be i pceat deal of emphiasis P Taved by the CRT on the proper
filling out.‘ﬂuhmissinn and subsvquent fulluw—thruuuh ot Duty Preterence Forms,

: For example thﬁ Li«ﬂ(l#r rite rxnn;lininﬁ the personnel!s records ilulh'uls‘whvn
cach sailor is coming up For transtoer, pre=scpatation or extension.  Prior to
this «w&cmn‘rilng, the CCC provides cach sailor with carcer intormation, helps ritl
out tdﬁ card, monitors it throuph the syvstem, and, depending ovn the situat {on,
hag che individual vontact his detaiter.  If wmore ﬁ}ossurv is required, the K
CCC.Van uffiv&r. or the SO contacts the detailer.  ALL forms po through the

. . . . -
comﬁund carcer  counselor Tor coding, thus speeding up the process, ,

- \. . ) : . !
|

Sucrésstul retention offorts are pauped through the shipover fiuurcs. Thase
. . ) ! -
statiscics are maintained and hard copied in the torm of monthly rcpurLsfto the
CO and the quurfcrly duports which show f{rst—tﬁrmur ebipibility and th:numhur
who reentist. Only the duparfmont of ficer finds the CREO List helptul in
upp]ying For SCORE.  None of the CRT use the BuPers Manpower Forecast data

to influence their retention eftorts.

CoNavy l.'L‘[,L?“f_;iUl] materials are distributed n soveral wavs,  The SO relies hv.’lvily
- ‘on the POD as a form of commuﬁiunLion‘nlcrL~for cateer and retention related
inf@rmntion to poet o the crew. Most hqnd—uuts and brochures are divectly dis-
" tributed by the CCC to the appropriate individuals usually during one-on-once
interviﬂws. The ot icers of the CRT fc&l\junior pergonnel prefer ALl Hands to
the Navy Times ag a data source; th;rcforcaﬁyv/ijﬂgéShas little impact on .
- retention. However, the CCC and his collutcyni duty counterpart tfeel the
ngxmljggf'is beneticial and has a heavy impACt on retention because of its
emphasis on bvnvffLsﬁ’promutlnns.irutc_ghnugus; and other aspects ot Ravy Tite.
Only the CCC re.t that lTocal noews modia givL neget ive coverape to o sailors ih

general, but also telt that these media have Tittle citect on vetention. Mot

agree that buPers Iastronctions and foval Navy policicas are critical to the ..

success of their retention program.  Sechav and Fleet fustructions are also
deemed “importaut as is the Career Counsel ing Manuatl. Brochares, stide shows.
and decals are deemed of minor importance and inetfective although slide shows

and Films do cause preople Lo ask quest ions aud thercfore stimulate an interest

in some ot the Navy carcer fenefits.
' / " .

Q o
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., 7 Both the \O'Jhd depaztmen4 officer agree that the work environment and liviag
Loncltlons, q?exe personnél\ar; useful and happy, are most *mportant in attract-
ing sallors to a \avy career. The CCC adds career growth and JOb security to
the@list,:while the deﬁartmenE career counselor thinks travel qnd yariety in

work are positive factors, but "for young- EMs,»it's the money.'" The CRT per-

-
S ceives family and/or wives counseling as outside of, their -counseling or CRT
_ . AR : e
st charter and only immediately prior to deployment are family feedback sessions
- scpheduled.. The CCC feels that the wife often influences whether a sailory stays
, in or gers out of the Navy. ’
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T .+ PROFILE D
The members of Organization D's CRT that were interviewed are relat1vely mew to
the1r Job/unlt. The XO has been aboard for only 9 months functlonlng in his

assigned slot and”all other members have less time. The cce has been w1th the

'command for approxlmately f1ve years; lowever, he is the newest member of the

CRT functioning in his slot for only four months, : .

N D

!

" The only, group interviews that are conducted by unit personnel are the I Divi-

sign orientations. During these sessions, wh‘Ch are conducted monthly accor-

fEad

‘ding to the cce, there is l]ttle“empha51s plated upon retention; however, the

role ahd funétion of the career counse lor is p01nted out and the CCC actively
pdrtlclpatLS as. a presentor. The.+18 and -10 Group Interviews are conducted by
the staff of the TYCOM CIAC on a monthly basis at a Naval Staflon facility.
These group, interviews, whlch Lomply with the scripts/slides, appear to be well

received by tbe- ‘attendees and the CRT generally ‘feels that this method is work-

- able, that it prov1des up-to-date 1nformatlbn in a* profe551onal mantter and in

a comfortable env1ronment, dnd relieves the unlt of some conduct reapon510111ty

potentldl problem, wh1ch is recognrzed by the CRT is the lack of a'tie~in

~

of the tollow-up retentloﬂ actlvitles after these group interviews' are conduc-

i

ted..

( . .
The CREQ List 1mpacts on the unit retentlon efforts when there_is an 1ncon61s-

tency between unLt needs and the D* and E* list. Limited entry and slower
advancement were sugvested as a:’ possrble solutlon. The retention of women
sallors was suggested as negatlvely impacted by the CREO list. The BuPers
hanpower Forecastlng data could also affect the retentlon program when rigid.

IR

lnterpretatlon by the detaller precluded an individual from transferrlnp or

' ~
(RN
PRI

jod
*The twe-.groups of ratlngs which are overmanned Vdvyw1de and must be reduced
therefore, many are -not allowed to reenlist in these ratings.

ua,

/

/
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'The Plan of the Day (PUD)'is the primary source for alerring personnel to the
“availability of retention material with the CCC acting as the conduit for these

waterials. Generally the CRT feels that the Navy Times has a minimal but posi- .

tive impact on retention in that, according to the MCPOC Vit helps in the area

of JOb securlty because it compares civilian life and fringe benefits to the

Navy's in a positive light.'\ In general, they are neutral regarding non- Navy

media and its impact on retention. ' o o . .o

The consensus of the CRT is thar local Navy policies, the{Caxeer Counseling

Manual, ano 3uPers Instructions gre critical to the succees of the Navy's reton~ .

tion program. The multi-media material is not used excep{ for occa31onal fllms.’

s N 3 ’ B .
1here does not seem to be a purposeful manner in which the personnel_submit
thelr Duty Preference Forms. The existence and use of the Lorms are presented
during I DLVISLOH hrlellnts and occasionally a ”Ulurb” is put 1n the POD but
for the most pdrt Lnd1v1dudl initiative is require d dnd the procedures pdSblVLly

- v

followed by the CRT. T T

'The time spent and allocated'by CRT members co counseling personiiel varies, .

w1th the CCC approximating 75%; the XO, 30m, to the MCPOC, "it's an ongoing
thlng. All indicated that they spend no time counseling spouses or famlly
members of enlisted personnel. All CRT members use or are aware of proper
interpersonél interaction and counseling techniques such as establishing pri-
vacy, trust, rapport, empathy, etc. They also, except for the division career

counselor  who normally doesn t conduct 1nd1v1dual 1nterv1ews, appear to give

7

,adequate prepatation to“}nd1v1dual interviews. There appears to be'no set pro-

. . ’ . AL .
cedure as to how sailors who are not recommended fpr reen]ist‘ent are notitied.
B N N {

When asked the question, the responses ranged from "the division officer doos .
it and he tells why," to "don't know, but the skipper should do it," and "his e
immediate superviser waits till the last minute and then everyone else explains
why.." _ R , ) ,
, . _ , . - .
N . | . . .
E-10
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As might be expected, the CRT.had diverQe views

stimulate the Vavy as a ggreer, -where LhL retent

—_— ~ . »
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regarding the tactors that

ion =mphqsls :hould lie, the

effectlveness of the uounsellng schocls and other’ insights into Navy llfL

which mlght affect retentlon. Job satisfaction

as money, working env1ronment,\fringe benefits,

‘with all of its subsets such

and security were reasons given

for high retention. Fho:e attendlng the CIAC schools felt the? were "very

good," "highly efchtive, ' and ' ouLstJndyng gt

s thev were too short to Jb501b qll the mJlCFldl

h the only" problem belng that

The greatest detriment to job

atxstdatlon was VGdelL/Ld bv several CR mOmbeYS as poor llVLnglpundlLlnns

for unmarried enlisted personnet.

~— - ) L]

~

There -appear to be communigation gaps between the junior enlisted and middle
. . . P Tl

“'management personnel. -+ dces not appear tonéc a fgelin"of‘mutupl Trust

between the first-termers and middle management.

resources.

4
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’ All of the CRf members of Organizatidn E interviewed have been on assignment
for 7 months or léss making this a relatively mnew team.
Noge ot the GRT appears to gpet directly involved in presenting group intervicws
Y group counseling sessions., "The OtILLCY memb;r, of the CRT, however, conduct
private counseling sessions thgh they perc LVG q'_rcLentxon—lulaLed with their
assigned personnel. The CO_and X0 to not appeal[go conduct privdte counscling
:nn CRT activities, althouoh they elt to be suppogglv in.solving personui or
command problem which 1mdeL on career growth ‘of personnel and retention.
Only thg MCPOC has dtteqded a CIAC SLhOOl

The +18 dnd —LO group pre sentdLlons are not.conducted as a group nor with the

~

~ slide package.’ ‘there appears to be a résistance to schedullng of addltlondl
meetings at the expense of operatlonal requlrements. There also appears’ to be-

a degree of comfort involved. in ru}at1n5 this Nnformation on an individual

®CC, there does appcar td be a

basis. Based upon 1nputs from the CO, X0 and
concerted effort to spend the maJorltv of the LOUUSLllng and 1nte cview ‘time

(over 85%) addre551ng flrsp—term enlisted persénnel-as opposed toO career per-

, Bl
I

sonnel.

The success of the unit's rtfentlon efforts are, monitored in several ways;

e.g., via the numbetr of WJlk ins "and their reactions, thL bfiefs received from

=the career counbelor, and the SQLadLOH report.. Retention effarts seem only

slig htly impacted by the, CREO Lists=-' only one individual_decided té get out
i.b=cause he couldn't change his ‘rate. .. since it was critical." BuPets

Manpower Toregastlng data was not a factor and was not' used by any member of

the CRT. In fact, it appeared Lha; most wére nat awa;e.of its existence. All

CRT members felt fhat local Navy policies«ufé most critical to their retent ion

efforts because they affect the individual. Since they often Qddress appearance

and dress regulations," they trequently 1mpact negatlvely on retention efforts

because they appear to be arbltrary an. are viewed as a form of harassment by

mo«t personrel including the officers and senior POs who must enforce. theso'

E-12
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policies."Most'felt the Career C0un§eling Manual was of critical importance
to the CRT program. Decals and posters go unnoticed and are viewed as
‘hav1ng little 1mpact on retention. Slide shows and films are, deemed moderately
Jmportant to the success of the program when shown by an individual who -
thoroughly understands the program and can thus-answer questions. Most of the
retention material is addressed or distributed vis the POD, bulletin boards et
and, when necessary, packages are prepared and hand dellvered to the proper

i

- persnnnel by .the career ‘counselors.

\

N,

The gavz Times has some impact on the Vavy s retenticn efforts aCCOfdlng to .
mos* members of the CRT and is-used as a source of caree?—orlented intormation
bv the MCPOC. Presentatlon methodology, however, is felt to detract frofm its
accuracy and thus preven +s.most. first—-term personnel from properly a551m11a ing
ltheolnformatlon. The publlCdtlon All Hands was deemed dnr accurate source of
information, especially the questton and answer section.
It appears'that'very little time is$shent in e66nseling enlisted'personnel on
‘their career potential or caréer growth. When cpnnseling is warranted, the
concentration seems to be toward first~term personnel. There are few attempts
¢ tolcounsel the families or wives of enlisted personnel. However the Cqund'XO
make themselves available and have addressed wives when invited by wives'

clubs/organizations. ' : - .

‘The CRT members who prov1de the tounsellng understand and attempt to‘adhﬂrt to

the mechanlcs of preparing . tor an 1nterv1ew and counseling session. That is,

they rev1ew the service jackets to determine academic backgrounds, aptltudes
. " and e11g1b111ty, then atﬁempt to 1nd'v1duallze and to personallze the session.
A sailor who has not been recommcnded t@r betnllstment is not1f1ed via a CRT
effort utilizing the chaln ol—eommand For example,’ the 51110r wolrld hiave been
made aware of his status by his 1mmedlaLe supervisor, and Lhrouth his dcpart—
ment officer, division officer and-CO, additional Lounsellng would have oc(urrtd
if there:were questions, just like a request. The CCC's role in this activity )
is appdrently passive, and 'he does not get directly involved in the communica-

tion between the individual or the chain-of-command except to sometimes: bridge

LT

the'gap between the individual andlfhe Personnel Officer.
E-13 .' S
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S There appears to be a great deal of dissatisfaction by the unit enlisted jer-
sdnnel regarding felt breaching of promlses or commitments made by the Vavy
Wuch of this centers around A schools and other educatlonally orlented programs
for which individdals claim they ire told. that they are either not quallfled or
that the schools are full. These promlses (oftén attributed to recrulters) and
the subsequent, handllng of requests appear to be a major source Of concern to
first- termers.’ The manner in which these act1v1t1es are handltd are o[ten seen
as arbitrary along with" Otth pollty guides whrth appear to curtaiL the saxlorsA
,léndividuallty. .Job sa atisfaction is often dlS“USSEd as the most 1mp9rtant
\§ nducement to a Vavy career according to the CRT. Job satlsfactlon per-

ceived by flrst term sallors, is a dichotomous s1tuat10n between themselves who
are frustrated in the1r career goals and career-oriented personnel who are
vcomplacent in the1rs. Few of the first- term, potential careerlsLs, percelve

a

the CCC as belng empathetlc to their career needs.

‘/ Lo 1 - - o L

~

E-14 :

P
L

ERIC

Aruitoxt provided by Eic:



Svstem Development Corporation
10 September 1976 - ™- 3031/00%/00

S ‘ PROFILE F

The three CRT memders of Orvani7ation F who were interviewed have been at’ their
asslgnmean ar least a ycal, the YO for 13 months; the MCPOC, 28 months; and

the CCC, 20 months. The ccC is the only unit member to have attended a CIAC.

)
]

The consensus of these personnel is that the CO and XO neither conduct nor
attend gfoup 1nterv1ew sess1ons. The \O ‘however, frequently’ 1nteracts with
the unlt personnel durlng which he addresses career growth possibilities .and
personal problems in a one-on-one counseling environment. The MCPOC 1s s1m1—
larly involved in these types. ot act1v1t1es, but much less often, Except tor

the I D1v1s10n get—on board act1v1t1es WhLCh ‘include group counseling and group

interview sesslons during wh1ch some. career counseling act1v1t1es are addressed
all other career counsellng aCtLVLtleS are conducted on a one-on-one basis.
Group sess1ons are not scheduled due to the heavy operational load of the unit

and the facL that they have been deployed approxlmately 16 of the last 20

B months .
".( . . . v . . .
pal The multimedia slide presentations (+18 and -10) -are not used because a slide
4 | . . . .
b prOJectOr 1s not avallabl to, the CCC. While the CCC professes‘no bias-against

the multlmedla materlal ”hearsay from other career counselors (says) they're -

bad because of the1r 1J<h of real\tv. One sugg stlon was thaL a slide pre-

sentation would be more usetul if aLCOmPHHLEd by. a sound track.

- - N
v

The CCC uses reenlistment StdtlSthS to monitor the' 'success of retentlon efforts,
and also "what I see and what I get from the division career counselors." While
a tickler system does not vurrently exist ‘the CCC is " stlrtlng to, put it -

"

together. "In his retention efforts, he feels that the CREO Lists and BuPers

'lanpower,Forecasting data have'nd impact, but when the.CREO List can provide
data pertinent'to the SCORE program lt is deemed helpful Although the CCC
feels the. SCORE program is one which dldS retentlon "when a man reenlists
through the SCORE program the school gets the credit“ (statistically) and not
the un1t or the career c0unselor from where the reenlistee orlglnated Navy’

'retentlon materlal is handed out only by t he +.CCC duang his one-on-one inter-

/v1ews, beca..se postlng them or leaving .them dvallablg at duty or mess stations
. . . 1} ) o o .

-

i is lneffective. : - . - ;'g -
3 n/..; | - | s . B f
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If people only Tr2ad
Basically, depending

or negative influeng,

ential on réteﬂtion

The consensus. °f the

'1mDortant as reteﬂtl

in ‘this categoT¥» the
communlcatlng the p.
feel that local Nayy
the success of the pr
1mportant to the Suge

that these instruce i

e e e T

As mueh as 80 toO 907

mately half 0f the cc

the headllnes the Na vy Times ‘could be harmful for retention.

on what j, publlShES,‘the Navy Times can be of positive
The Ccc,and(MCPOC agree that non-Navy media are influ-~

cates baseq on their _coverage of service related news.

CcRT is that decals, posters, and Chlnfograms are m1n1mally

n aids.’ Although the MCPOC includes films and slide shows
X0 feels that.slide shows are a cost-— effectlve way. of
gram toa larse number of personnel Most CRT members
P011c1e5 _and: the Career Counsellng Manual are critical to
ogfam and ghat BuPerS, SeLVav and Fleet xvstructlons are

355 of the program although in many eases the cCC feels
i p

OQS»Often have too -much émphasis placed on paper work.

of counseiing time is devoted, to first-termeré! Approxi-

c's ‘duty tipe is spent in counseling. Wives are not’

counseled, nar are grouP Presepgation activities scheduled to include’ them

however, ”they are in

listment ceremCﬁY

mechanlcs of the req,
reenllstment, he is
accompanled by QOnV

" .
sonnel Sfficer. ¥

The .CRT feels that i,

operatlons Job Seoyr

vlted on board by the CO to attend their husband's reen-
The CCC ggyes not appear to get 1pvolved in the direct
pistment proCESS If- a sailor is not recommended for

1f1ed within the cha1n—of ~cot.mand dnd this is always

ersﬂtlons from éither the CO, X0, department head of per- 7%

vy career 1nterest is ‘stimulated by the success of job

jty» benegits, and pay. More Spec1Qpcally, according te

the ccC ”for careey ypeSs it's job SECurlty, family benefits; and things llke

that,; whlle "for g4

hinder reenlisStméng ,

st~ termerg jt's money, the SRB and STAR." Fagtors that

c<th15 Unjt are poor living condltlons, too much pressure

from a vigorOus inspeccion Program and ioor working COndlthﬂS Conflicts

known to the CU thyrgug

‘regarding job S2tiggactioM work environment, and living conditions are made

n the Xo yho is "usually aware of most things."

o

System~DeVelopmenﬁ,Corporatibnp
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. PROFILE G ' .

W

The XO, division officer and department‘officer of Organization G who were .
‘. .
interviewed have been aboard longer than 13 months, with the X0 having over

‘three years. The CCC had beea on board for two months and all of his initial '

energles are belng e\pended in getting the Career Counseling Reports updated. - .

.

The CRT revolves around  the X0 who takes an extremely active role in all of the

un1t s retention activities and is cognlzant of all aspects oE the retenticn
programs, enlisted career/fringe benef1ts, and the CRT concept. The KO EXPELtb'

the d1v1s1on otflcers and senior enllsted to also take an ‘active role irn rareer

- .growth for their assigned _personnel.. The X0 feels that the CCC should functlon

primarily as a data source -ond, dependlng upon the skllls of the individual CCC

conduct group 1nterv1ews and prov1de counsellng only 1f capaole of dolng so and

)

(vho also functions as the Persorinel Offlcer) and the department/d1v1s1on Offl—

.

cers feel that the primary responsibility cf carcer growth and retentlon of "
their personnel should be with them and their LPCs and CPOs. Sendlng a sallor
to the career counselor when " he has a questJon ’mplles lack of 1nterest bv the

line. ' The career oounselor is siewed as support in retention efforts. Durlngi'

Captaln s Call which occurs.once or twice a month, enlisted career opportunl—‘

Lo

ties and retention ‘items are scheduled and addresged. ;

/
/
]

Atcording to the X0 the ’canned type' group intervier (+18 and -10 péesentaq

. . 7
“wtions) are not conducted at their command Tie XO himself doesn'tfc?nduct‘

interviews per se; however, he does conduct spontaneous = upright interviews
. . " . . T N . .

whére he keeps up to. date regarding the status of ‘key enllstedvpersonnel.' He .

further states-that he accelerates the "retention activities at; the four month

level and tries to get them to re-up three months early to pick up constructive

¥ )
t1me,' and he encourages the other offlcers to do the same. The CCC has "random,..

informal, unstructured group and individual lnterv1ews w1th*the agends
developed from the persons involved, the situation, or questions-raised by the

group.

4 . N E._l7 g . S
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The retention indicators which tell thd CRT the effectiveness of their reten-

tion efforts come from ‘'observations" and the fleet retention figures, and
'conscious'competitive comparisons appear to be made with other units. If an

eligible sailor does not reenlist, his division officer must explain in detail

'

to the XO the reason'for the "no.! The emphasis on tae command's ‘retention

-

effort appears td be geared toward first—termers, because accor ling to the CCC,
"the needs of career personnel are not&qs great." ‘

The X0 uses the CRED List'us an additional data source to guide career-minded
persoﬁhcl as to their chances of uBtaLning éertain schobls and rates.  The CRT
members do not use it or are unfnmlfiar with itﬂ_vTheﬂBuPérs Manpower Fore-
'éasting sheet is viewed‘by.thé-department offiééi\as.hqving "a negative effect.

'

on some . . . they see closed rates" . . . acts-as.a turn-off becddgémﬁhéfémﬁfd.

"not .many chan ecvers from overmanned to- undermdnned”.rdtln s. The XO doeca't
3 g i

belleve the data contained on the forecasting Sheet% "regularly gzets down to

'

the unit level."

Navy retentlon material is provided to enlisted. personnel primarily through
personal contact of the CCC or MCPOC. . The bulletln board is used but isn't
deemed efféctive.; The department cfficer feels that Navy media such as

All Hands, the base newspaper, andﬁﬁhvv Timés have a positive impact and that
it "increases awareneés-of'the new programs, and career opportunities." The"

X0 agrees that All Ha@gi is good but haé-"mixed’feelings about the Navy Times."
- t .

As for nonr-Navy. medla tﬁe CRT views‘them as”freQuently:having a negative
. effect because they deal with sensationalization and rarely present the good
'programs. However, the department officer feele’that in spite of this "Navy
people are qulte knowledgeable . . . and’ are skeptical of these Navy- reldtedv

storles . . . and it causes Navy people to unite in the facc of adversity."

1
i

\
The consensus oi the CRT is that such rerenulon aids and mat rials as locai

Navy poli.ies, " BuPers Insrructlonb, and che Cercer CounSellnb Manual are vgry
important, effective and critical to the success™of the program. Films, slide
shows, decals, are deemed as having minimal importance or effectiveness to the

retention program, especially those:thar do not depict the situation realisti-
. rally but instead in a non-work setting. -

"

. . . . - k-18 _
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The effectiveness of the CIAC schools was rated very high by the CCC and the X0.
Tﬁe counsensus is that most of the curricula and delivery system techniqués are
"geared to the larger shibs and shoré units that have complete facilities.”

The command does not use the:+18 or —Ju group presentations nor other alternate
group presentatlons but relies en individual interviews to disseminate career

data and stinulate career growrh interest.

.The CCC is a cellatéral duty type and according to the X0 whe recognizes a

otential conflict, . . . riority goes to o tratlonul re u1remettb.' Famil
p P 24 pe q y

‘counseling or briefings ardc rarely coaducted, only in an emerbtnty and then

are done by the CO or X0. When preparing for deployment, this activity iperea=

Ses via "announcements and messages home to the wives.”

Service records are pe used prlor to each individual lntLrVLLw and ULer d(LL—
vities are accomplished to ensure a rela\ed atmosphere ‘for cue interviews. “The
respon51b111ty for the EPs filling out and the mﬂnltorlng of the Duty Preferénce
Forms falls heav1ly upon the department and division officers with the im tus‘
coming from the XO. This sgqrts at I Division orivntation and is pen&oﬂ{ngly'
monitored by the X0, who often personallv calls the detailers for the EPs. He
feels that "the card alone dogsr t handle it . . . a push from the X0 and career

counselor is what helps afrett\rete tion.'

e i \ . : o~
The consensus of the CRT was UY;wjob satisfaction was the factor that moust

stimulates an 1nterest in the VK Some insights into Navy life that are
“Jeemed dissapisfiers are "'living-conditions and lack of prlvacy . and the
fact that they '"put in more houys than civilians on comparable Jobs.” Other

pertinent dlssatlsflers are sub- standard working conditions, ‘and the uncer-

tainty of the work and deployment schedule and impact on-families.

;
. '

/
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PROFILE H

Of the four CRT members of Organization H who wer=41nterv1ewed the KO has been
in his a551gned slot for 15 months, the CO for 10 months, the d1v151on officer
(Personnel) S months, and the CCC 10 months. Although the CCC has been at the
unit for a total of 18 months, he has been functloﬂlng in his job only 10
mont}s.‘ He has attended the CIAC school where he completed the three week
¢ course duriné the summe} of 1975. He felt this schooi'was "outstanding in pro-
vidiﬁg theory and career related material and resources," but felt that "an
\\\additional three or four days’ experlence or operating as a. LOUHbElOf, espttlally

<

~on things like how to start a new program.' would have added: to ‘his derived

;f_‘j—*“"schoolfknoﬁledgef“f“““‘W*”"w“' : - — : T e
LOnly the CCC gets involved with conductlng group interview sessions. The CO,
X0, and division officer often prov1de one-on-one counsellng to supuort the

career growth of- ballors and for other retentlon related att1v1t1es Upon
LnV1tatlon, the CO and XO prcvide counseling to the wives of unit personnel.
This is often effected thrOUgh the wives of the CO am hO, who have set up an
ihformal'communication link with the unit's Ombudsman. These communication

dctivities occur more often Aqen the unit is deployed. The CCC never counsels
/

or briefs wives.

) '
- f

While most contact with the sallors is conducted on an individual basis by the
" ¢+ CRT, the XO and CCC indicate that the +18 slide presentations have been. eld
three times during the last six months. Follow—up to these sessions 1is, accor- -~
. ding to the CCC,.in the form of his researchlng an finding’ gnswers and solu-
tions to the questions that are raised. The CCC also states thet he receives
MEull cooperation . . . all the way up'' in scheduling these’heetings. The
unit's -10 slides were unJleiable Dependlng upon what CRT member provides’
the 1hformatlon, from 80 to 90 percent of their counseling and interviewing

time is directed toward first-termers.

v
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fhere are several wavs in which the CRT assess their retention eftforts,  The
monthlv status and quarieriy reports, with inputs {rom the CCC and pcr%onnci
oLflce are otten»reterred to by the CO and XO." In addition, th;y contact each
sailor up Eor reenllscmgnt to ascertain hlb thoughts, attitudes, and feelings.
The officer members ot the CRT feel that this personalized counseling process
has helped individuals’ in their decision process. Direct contact between the

CRT is on an on-going b131s during which they discuss the’results su that the

X0's basic concern isi that "I'm assured that everything has been done."

B

In his retention efforts the CCC uses the’ CREO List as.an aid and a data source

for potential reenlistmeats. The CO views it aé often being a rigid document

n—whichymifuliterally—Lwcwrpretud causes reenllstment prohlema Ln individual.. ...

‘cases such as "a BT* who wanted the (other) codst SR qs/w1llxng to pay his

and BuPers said "NO' .

own way' but the (this) coast was_)\tremely ahorL or Bls
The X0 doesn't use it because he tries 'to get evervbody to reenlist irrespec-

tive of the CREO List. The BuPers Wanpowgr Foxecastgng'fmpact ranges -from

a ¥

"none" to "not much' to "first- termgrs would be more

. n_etned with these ddtn

than carcer personnel.”

The POD is the main' source for dlssLmlnut1n5 Navy retpntlon and career Lntorma—
o
tion. The department oLilcer whot is tunctlonlnb as the unlt S personnel offi-
B
cer, states that'most of the handouts are directly dlstrLbuted by the ¢ce and

the collateral duty career counselors and that -there is wo great push in the

- v

command for poaters and other slicks. He feels that, the boqc way to disseminat

career Ln,ormdtlon is.through dlrLLt contact and en(ourdhln% pgrbonngl to visit

the CCC. While ¢he Navy Times' impact ‘on retention is FdLOd "ver,; good! by the
1

€O, .the other CRT memhers feel that if has a negative effZit. Comments include
v

"it shows the benefits eroding,' "enlisted persbnnel are

ory aware ol the
current flaps and”it influences their decision to reenlist,'" and "it really

hurt in the last eight months" alluding to proposed benefit cuts. ~Only the CCC

[

#Boiler Technician

. . : sl Ly

ik L
b
-

Q ‘ - : | o - _

ERIC o | ,

Aruitoxt provided by Eic:

e



. o - - S 'stem Development Corporation
10 September.l976 . . y . ™~ 5031/005/00%

~
$ e

‘,rifeels Eﬁat’the local news media "probably' have a good effect while the éb,. —F
XO- and department officer agtee that they ''portray-a negative image of the
military  The CO kO and CCC feel that BuPers Instructions and local Navy
n T policies are veiy important to the success of the program. Other instructions
such as Sec“av and Fleet are of somewhat less importance excep: as viewed by
the co. Posters, decals, films, slide shows, and Chinfograms are rated not

T

important or having minor importance to thp program. . N
f Vavv personnel not recommended for reenlistment are uSuallv formally notifiedi
by.the X0. - Inm preparing for indiVidual interv1ews or counseling sess;ons, .the
LRT members attempt to create an etfective enVironment maintain a relaxed L
atmosphere by persUuulizing the interaction, and establishing an equal level B
of-communication.- Prior to: the interXiew it was indicated that the sailor s

service record is_thoroughly;rev1ewed and inpuis fromvhis LPO are solicited.

The CO rates job satisfaction most important in stimulating career interest in
. the Navy. It "starts'withihim feeling he has earned:his money." The.XO
- ifcludes travel and Job diverSitv, while‘the department officer emphasizes per—
\\\,/SZnal relations, ”letting them know yuu care.' Both.the department officer and
cccC - tce] schooling is also an Important factor. The CO finds enlisted personnel
2 compare benefits in different assignments and the X0 is aware of conflicts
between what sailors arc told and what really happens. These incons1stcnc1es “
cause discontent and detract from reenlistment. The department orflcer notes
the difticulty in adjusting between sea and shore duty, while the’ CCC believes
there aré fproblems in perspective" in following certain regulations such as

haircuts and clothing.

Q . _' T . © E-22 . AR
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' Only three: CRT members were interviewed at Organlzatlon I. None of the offi--
_ Hcers were avallable.‘ The MCPOC and CCC have served in their asslgnments at
o T thls unlt for 18 months each. The other CRT member interviewed, a division LPO
~-"" 7 _(E=7) ‘has served for -8 months. x'Ail interviewees have attended a CIAC school
:grth the MCPOC and CCC dttendlnk,v espectively, g 'LOUTSE in Geptember ‘971”

and the "three-week course a;-(looation) in January 1975." The LPO attended a

one-week .course at (iocation) in 1971. ALl rQ&ed these schools very highly

with words such as “totally enllghtenlng, "very in[ormative," "most uselul
because it provided the best instructors and current 1nformatlon, "provided
’ practlcal experlence in counsellng technlques. " The only criticism accordlng

to the division LPO, was that the course was too short."

The CCC appears to be active in all levels of career counseling, conducting
both roup and individual interviews, ocrasionally counseling or presenting
. / - L.
briefings to Navy wives, and, in general, assisting the command in solving per-

‘sonal and career related problems of the crew.

3 N s
.

While there are suMc.difficuLties'in scheduling group interviews because of
work schédules dnd lufﬁ of soncc, the CCC frequently holds various types of
group meetings. - Eor‘e\dmple, durln% the last six months! he indicated that the
-10 and +18 group presentations were conducted approxlmately once a month. The
slide packages are not used during these presentations because, according to
' the MCPOC they have difficulty obtaining them and there is no space or facility
.~ .to adequately show:them. After all of the group presentatlons,{whlch are
Vviewed by the CCC as a place where thoughts are germlnated toward the idea of

the Navy as a career, all personnel are encouraged to speak to the CCC through

his open door“policy.

Unit and fleet statistics on reenlistment-are monitored1by the CQ, X0 and CRYV

members. It is the function of the CCC to keep note of all the unit porsonnce!
. and provide the statistical data for this activity. The CREO List is helplul
to the CCC and MCPOC because the GUARD 11 program is hvuiln%lv to many ol the

. !

w !
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unit and this availability of A and B groups makns the retention activity
easier. The BuPers Manpower Forecasting data is generally_ignored because it

° . . N X . . . - . .
is believed to have little or no applicability to the unit retention program.

Navy retention material is digtributed in“various ways——the POD, bulletin

boards, at quarters and at interviews. Retention efforts are not aided by che

—

Navy Times which, although informative, uses '"sensationalism to banner possible.

. loss of benefits." ;Generally all Eeel that both Navy and non-Navy media impaet

very little on retention. BuPers Instructlons and the Career Counseling Manual
are ‘rated crltlcal to the success of the CRT program. Pasters, decals and some

glossy handouts are of no 1mportance according to the interviewees. .

N
i

Most counseling time is devoted to first-term personnel (approximhtelyl70%).

. Counseling, for the CCC and LPO is onra continual basis, and takes up . approxii-
mately 20% of the time for the WLPOL Only the CCC counsels wives and this

rarely. His main contact with wives is throukh the written materiual he glve

their husbands. r[ndividuaLs are.rarely ot recommended for reenlistment, but
when this happ:. ., they are seen by the CO and he is the one who explains ﬁhe‘

reasons. The T members induce a relaxed interview atmosphere by keeping it

personal low keyed and being nondiréctive in their questioning. They review

3

JJob .satisfaction, throuvh challe nge and rewards is seen as the greatest induce-
ment for a Navy career. OVerrowdcd living quarters is rated as the “uajor
~drawback in thrs unit. Alluproblems are related. to the X0 by the MCPOC who

feels there is an open communlcatlon system, the LPO, unaware cf this channel,

I

feels thure is ''mo such mechanism available at this commqnd.”
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PROFILE J

~
s

All CRT members of Organlzatlon J-who were interviewed have been on asSLgnant

"the X0 for 12 months, the CCC ano a d1v151on officer Eor 11 ]

months and a division career counselor 9 months. None of those interviewed i

" attended a CIAC School although the CCC weat to a three =day course sponsored |

one year or less;

. by the TYCOM.

Alll indicated some degree of activity in conducting group and private interview

sess1ons and ass1°t1ng in solving personal. and command ploblems as they r&latg

to career counsellng All 1nd1cated "never" with one "rarely'" when asked if
i

‘they ever counseled or briefed the families or wives- of the unit personnel |

"Group meetings are conducted‘"monthly” accordlng to the CCC where the’ +18 dndqor

_ A ) . . { . .
-10 s%ide presentations are used; "never" accordlng to t e d1v1s1on career }

counselor; "every two weeks' according to the XO during’ wh1ch°sllde presenta-

tions and films are shown; and the division officer didn't know when or if |
v : . [

group sessions weré conducted. ' : ‘ : /

Retention efforts of the CRT ave evaluated mdinly by the CCC who provides

€ 4-

He also notes and records for his uwn
The X0 does’ not/

'“it}does

tistical data for the monthly report.
use, 'during one-on-one interviews the reasons for leaving.
feel the CREO affeEts his retention efforts and the division CC states
The CCC states it is good because it solves

not hurt" hls retention efforts
The h1v1-

some of the retentlon problems before the command gets the problem
sion officer uses the list ds. an aid to "keep familiar w1th the s1tuat10n1
durlng interviews and thereby prov1de the best advice. to enlisted personnel whe

None use, or appear to llke the BuPers Manpower Forecast

data which they tend to feel might be harnful to their retention effortsi The y

are career motlvated

consensus is that when the forecasts are unfavorable for a particular rate this
l

is d1scounted because the data may be old, unreliable, or subject to changes

"and their perception of the situation is different. : [
. . P

“ . . - }3_25i Y ' ' ;
-~ . YRR . -

~
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Retentlon materials are disseminated and distributed via bulletin boards, "in

-the POD 1n quartc1 and during individual interviews. Reaction to the eftect

i

of the Navv Ilmes on retention ranges from negdtlve to neutral. Non-Navy media
are seen to also have a negative impact on retention when unsubstantlated
Oplntons are stated .as lacts. Materials that benefit the unit!' *_rettntlon pro-
gram are brochures, local Navy pelicies, BuPers Instructors,'SecNav Instruc—-

tiens and the Career Counseling Manual.

“Most counseling is directed toward first—termers by the division officer and

'CCC The lelblOH career counselor however makes no distinction in his time

between first-termers and career personnel.- Actual time spent in interviews '
varles from DA to 30% of the day, with the CCC spending most of his time in
this way. Ihos not recommended fur reenlistment are notified by the olfLCLr

they work for--the CCC cohdu.ts "preventive counseling' to lOWLr the ﬁreguency

- of this‘nccurring. In creating a good environment for sinterviews, the 1nt

ewers make an eftort to be hOHLSC relaxed and concerned with the indivi-

dual s'needs.

-

The CRI tonsensus is that Navy career dnterest is most qtlmulated by ]ob

_satisfaction, security, Lan;e benetfits and open tommunlcatlon. Dissatisfac~

tion with the Navy 'stems {rom rrequent changing of dress dodes and ‘a4 feeling

of unfair treatment from superiors.

BE-26 L.
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~ PROFILE K

None of the three CRT menbers interviewed at Organization K has been assigned

" to his job'for more than 11 months. The CCC (at the unit for 11 mopths)
participates in all aspects-of.the dareer retention program as does the MCPOC. .

. , - ) : T ‘ ~

It appears thatball CRT members at least occasionally participate in condocting
group and/or individual intervieys,.counseling or briefing wives and'assisting
in solving personal problems of the unit‘s,personnel;. Also, considerable sup-
port is provided by thepcareer counselors assigned to the .shore station from.

which the CCC draws resource sopport.

According to both the MCPOC and CCC there is. no problem in the comménd in
schedoling thezrquired group infervieWs.”fA 1etter,by'the Xolwhich "requests
' attendance“,at_these activities often ensurestgood attendance, and is consid-
ered supportive by the CCC. Neither a iack of space nor an overly heavy work-
"load precludes the use of group 1nterv1ews, according to the MCPOC.  The -10 ..
and +18 group -presentations. are scheduled when required; however, I Division
group counseling sessions are conducted monthly during which career counsellng,
educatlonal benefits and other CRT programs are presented.’ The CCC and the
MCPOC personally fcllow up the group interview sessions to ensure that unit
peraonnel s needs are attended to and often 1n1t1ate contact when not approached
™
Retention statistics in reports are not utilized by the CRT members wheo- pr1—.
marily rely on personal observatlons to assess their retentlon efforts The
CCC is confident ‘that "if you get people what they want——good fﬂgures w1ll
result.'" The CREO List and BuPersbbnpowerForecasting data are not v;ewed as
useful. To the’ contrary, they are felt to.often have a negatlve effect on .
retention-efforts in that good personnel in D or E can't reenlist although

lesser quality A-or B category individuals can.- The CREO. List aﬁfone time was

.useful, however, as a tool for Junlor enlistees who were 1nterested in spec1f1c »

P
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rates. The BuPers Manpower Forecasting is luoked at negatively because it's a

"recruiting type'" of information which empha31zes the 1mportance of numbers

Retention materials such as brochures and 1nformation papers are distributed
through the usual channels—-interviews, personnel office; and the POD. The
avy Times is deemed a negative 1mpact ‘on retention because it accentuates.
negativesf However, one member of the CRT while agreeing w1th this general
assessment, thinks it a necessary and outstanding publication for keeping
people informed. This same individual feels that All Hands is a publication
that is good for retention, The CRT feels,that non-Navy media have little
\"‘1mpact on retention- however, they do p051t1vely attract recruits., For example'
_television ads. show the glamorous side of the Navy. Compared to the other ser-
vices, the MCPOC feels that the Navy gets better treatment than -the other armed
_services from the media. ‘The retention aids or materials that are rated as
d'l 'most important and most ‘effective .to the unit's retention program are the
-/ Career .Counseling Manual and. BuPers Instructions.~ The CCC includes local Navy

policies in this category although the MCPOC feels that these polic1es have

minor 1mportance. sh - .
. Y Lo . g

There appears to be no spe ial emphasis or Aivision of time allocated to first;‘
termers or career personnel.. Whoever needs to talk or .needs, information gets
- au interview with the career.counsel%; and all personnel when first assigned
to the unit are apparently ‘interviewed by the CCC The MCPOC and CCC spend
most of their retention time conducting individual 1nterv1ews. Group pres}E:
tations are considered too canned when slide or film. materials, and the CCC
appears to prefer to conduct individual sessions to group interviews. Personnei
2 . _not recommended for retention are seen by the MCPOC.. He feels that division
chiefs and officers should get to these personnel earlier. The interview at-
mosphere is relaxed, honest, open, and private. The MCPOC and CCC discourage
the hard sell approach and ercourage an open, people oriented, pro-Navy.approach.
In preparation for an 1nterv1°w personnel records are 'reviewed to ensure a -

thorough knowledge of the individual’ s capabilities and needs. /-

Q
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A variety of factors are cited as induéeméhts to a Navy career beginning with
job satisfa@fion and including adventure, security and career growth. The

- . MCPOC finds that his interaction with sailors indicates that the Navy has man-
égemeﬁt,“advancement,.housiné and pay/ailowance probiems. AdVaﬁcement goals
of personnel are expressed to the cdmmand through the CCC, and the MCPOC has
access to the CO to channel complaints or potential trouble .areas as they

pertain to retention.

»
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PROFILE L

i

Of the five CRT members of Organization L interviewed, only the CO has been on

assignment at this unit for less than a year. The others range from djne year.

by the CCC, to three yeafs for the XO. ' . o

Although the CO and X0 rarely get involved in counseling personnel regarding
retention, they both get involved in conducting gréup counseling or briefings
to Navy w1ves around every deployment cycle This-activity, according to the

MCPOC, 1is extremely beneficial, well recelved, and should be a Navy require-

ment. All seem to think that these activities; in the long run, enhance re-

tention efforts,

The +18 and -10 counseling séssions are not conducted using the slide packages,
because the slides are not available to the .unit. Ho&ever, it was indicated’

that”even if the slide packages were available, they probably would not-.be used

since their validity was questionable. The CCC does conduct +18 lectures but

primarily the +18 and--10 requ1rements are done on a one—on—one basis with the

" main emphasis on the GUARD program. The schedullng or conductlng of any re-

.tention act1v1ty whlch entails a group is almost 1mp0551bledbecause of the

operatlonal work load of the involved personnel H0wevet, there appears to-. be

"a great deal of support and empi®eIs on the retentlon program, w1th special

emphasis on first-termers, throughout the chain-of-command. When the CCC re-
quires work space or time to schedule a retention effort, all he has to do is

tell the X0 when, and it's done.

'The department officer evaluates his retention efforts through reenlistment -

statistics, although he does not think they are very useful. The MCPOC monitors

his efforts 1nforma11y through Knowledge of the individual being interviewed.

" The CO and X0 get feedback from the CCC and also réview statistics. CREO LlStS

and BuPers Manpower Forecastyhg data are believed to have no effect at best on
rétention efforts.’ There is some feeling that they aré used to eliminate or '

to curtail ass®gnments of iong—term,career personnel.

E-30 fau
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Retention materials are. distributed by the CCC.at group meetings (including L

v

Division) and private 1nterviews, nnd are posted in’ quarters, in tane POD, and
on bulletin boards by ail CRT members. The impgct. that the Navy Times has on

retention drew such comments as "it has a big, bOSitive impacty"

it has soue
;effect but not too much,” ''mo impact" and "it has a negative impact because <
it provides bad 1nformat10r on new changes.” Most of the CRT members feel that
non-Navy media have little impact on retention other than their "publicizing
? cuts in the defense prugrams' There were some opinions that the news media
tend to present 1nformation that impacts on recruitment more than retention.
411 seemed to think that the Career Counseling Manual was either important or
critical to the success of the program. Most think that BuPers“instructions,
SecNav InStructions, and Fleet Instructions are critical in importance to the
success of the program. Their effectivehess however, would be 1mproved if

it didn t take so long "to get used to using them-. . . wmost people don't think

co about g01ng to the instructions." /

s

(>

i

All spend most of their counseling time with first-term personnel, except the
© MCPOC who distributes his time'equally with career—oriented'personnel The -
MCPOC estimates he spends 95% of his time counseIThg and setting an e\ample,
“because "all the things a leader does affects retention,' and. the other 5%
of his'time "yelling'". All CRT members appear  to be aware ‘and to work at
modeling their own behavior as leaders and as managers. They are also well-
versed in the techniques and prlncipTes of one-on-one interview activities and
appear to pract1ce tHese technlques when counseling. All enl. sted personnel
are enconraged toisubmit their Duty Preference Forms. At least twice a year
the CCC makes a concerteo effort to ensure all have submitten their forms.' In
addition, encouragement to do.so is verbally supported down-the chain-of-command,

and reminders in the POD are periodically pnblishedt

The things that stimulate enlisted personnel to‘seek a Navy. career are varied

according to the CRT members but»either directly or indirectly, all stated job

E-31
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|

i

.satisfaction and educationhl opportunities are the most important factors. Mer.
vspecifiéally, the CCC feels that job security is the prime factor. Some of the
,\dissatiSfiers which, to varying degrees, the CRT members feel have an impadt on
Navy life are "living conditions are hard for enlisted," "many feel that they
don't have the authority or enough responsibility in their jobs," and "family
separation influences retention.” It.appears that problem areas are channeled
.upwdrd through the chain-of-command and efforts are made.to alleviate those

. problems which the urit can control. | N ‘

v

i
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PROFILE M

Three of the four CRT members interviewed in Organization M have been on assign-
ment over a year, The CCC, although new to his assignment, has bccn'on béard
this unit for 13 menths functioning in a different capacity.  The CCC has not
attended the full-term CIAC school, although he spent one week attending a
TYCOM~-sponsored course when he returned‘from recruiter duty prior to his current
tour. In his own view, the XO is active in all phases of career counsel ing,
{rom condhcting and attending career-related group cqunseling sessions, con-.

ducting private counseling, to the occasional counseling of wives regardirg

' . s - 4 . . .
' Navy procedures and .fringe benefits., Other CRT members interviewed did not

share this percepticn of the XO's involvement.

. , ! ‘ L .
The +18 and -1C slide presentatxons have not often oeen used. : The new COe haq
SLhEdUled group slide presentdtxona and has received the. tull supp)rL of LhL:ti Axf‘
CO, “J), and department/dxvxblon officers in scheduling thes aLt1v1tlcs.,.Blubbs
in the POD and "words passed on by the X0 during officer's call” allev1a§¢ ﬁny

scheduling problems, and when tue CCC schedules an activity,-it's implicicly

understood that the X0 deems attendance to these activities mandatory and‘;ﬁéfeﬁ

fore there is no problem as to lacs of attendance. The. primary group counseling

)

activity where career counseling activities and educational benefits are dad=

dressed is during the T Division time period.

The effectiveness of the unit's retention effort is monitored in different way‘hh'

by ‘the CRT. The X0 and MCPOC derive much of their retention—:elated information

from the CCC via word of mouth and monthly reports whlch are -broken down as to

first-term or career extensions. The personnel offlcer uses retention statistics

from the force report to compare his unit's averages with>o;hir units' averages.
The CREO List is used only by the CCC in his retention gffdrts anq_thun it helps \
"only a little" as an additional data point from which he can derive accurate ' \‘
infofmation to be used du:ihg his counseling efforts. Nonce of the CRT use the
BuPers Manpower Forecasting data to dir-ect pheir retention or vnunseliru4§i~livi—

ties and most are unaware of its existence.
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The retention aids ‘which the CRT deem most critical to the success of the Navy's
‘retention program are local Navy policies and the Career Counseling Manual.
BuPers, SecNav, and Fleet Instructions are felt to be equally critical by the
personnel officer, but rank sigaificantly loﬁer iﬁ‘importance by the others.
Aids and materials such as decals and posters are considered neither important
“nor effective by the CCC, and rank only slightly higher ih importance. by the
other CRT members. The availability of'retention materials such as brochures
and published hand-outs are publlClzed in the POD and bulletln boards. and are
usually hand distributed by the CCC mostly on a request basis or duning a one-
on-one interview or counseling session. The Navy Tﬂges is considered to have
an impacf on retention in that it publishes pay, fringe, and.educational bene-
i( fits information which can sway an individual either\way. It is deemed a highly

¢redible source of career information b ~all CRT membdrs. The MCPOC feels that

because it retards re-

ing to read about the ™~

continual taking awa of our fringe benefits.q He also feels that it has less
g away g ‘

* it has the most impaction "the E-6 pay grade ard abgve,

tention . . . especially over 20, because it's discou

impact on the ”E 5 level down, because they don't read it that much. None

thought that any other non-Navy media had an impact on ‘retention.

The.procedures that are followed to prepare and then £o conduet an-individ;al
interview appear to be conduc1ve to building a rapport and trust factor between
\ the CCC and interviewee. . In -act, most of the enlisted. personnel who have con-
‘tact with the CCC provide p051t1ve words as to his effectiveness and w1lllng—
ness-to help them in their careers ahd'educatibnal pursﬁits. The p;ocedures
that are followed to establish this environment start with the CCC checking
the service records of the sallor prlor to his interview and ensuring that.he
is up- to—date on all of the pertlnent career counseling programs that could be
applied to,each 'individual. When the X0 initiates an action to deny a sailor
a recommendation for reenlistment, he discusses 1t_w1th him personally. 1If

the deninl emanates from another source, the X0 feels that the CCC or personnel e,

.
-

officer should notify the sailor who has been denied the recommendation. In .
most cases the X0 is aware and is part of the communication channel of al.l per-

sonnel not recommended for reenlistment.
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Factors-which are conducive to enlisted personnel sclecting thé Navy as a carceer
run the gamut from job satiscaction to éecurity to educational benefits to
"how.thé\Navy treats the wire." Detractions from Navy life are the work en-
vironﬁent\@nd heavy workload, poor living conditions and. family séparation.
All'personﬁeL prob]ém areas or potential areas of concern are rapidly .routed
upward tQ¥ough the chain-of-command, as ohtiihed by the MCPOCl for the CO's
action. The MCPOC is part of the intormation conduit in that %s Chairman of
‘ the Captain's Advisory Committee which meets monthly. he discu$ses problenms
with committee members and‘d;afts problem areas and recommendations to the €O,

. . \ . - .
who theén responds in writing to all such ealls for command action.

\
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PROFILE N

" The four CRT members interviewed at Organization N consisted of the XO, MCPOC,
CCC and a collateral duty, department career counselor. The CCC with 24 months
has the longest time at the unit, followed by the department career counseIor
-yho.has served 16 months, the X0 ten mbnths,.and the MCPOC only 5 months. Both
the CCC and department career .counselor have attended a CIAC school--the former
fer three weeks in 1974, and the lattér two slhiort courses 1ntl975 and 1976 '
~Both indicated the school and curricula were "great" and very effective" in
preparing them for their jobs. .

The prlmary responslblllty;)jﬁr group interviews and private counseling‘as

they pertaln to .etention appears to rest with the CCC. Group sessions are

not regularly conducted except for I Division and during that time the X0 ad-
dresses the groups. Career-related 1nformat10n_1s passed" on to personnel

at the I Division by the CCC, who is aided by the collateral duty career coun-
"selors, if'available * The X0 occasionally conducts private counseling sessﬁons,
but his_primary CRT_EEEEElon appéars to be assisting in personal problem solv1ng
of unit persenn’I'and addressing command problems that relate to career coun- ‘
seling. In addition, he and the CCC occasionally counsel or brief Navy wives
 when needed sr requested.. The collateral duty sareer counselor as expected is
the least active of the CRT in performing organized counseling activities, but
.is supportive of the CRT.coneeptband assists the CCC”in the other administrative

activities of the career counselor.

There does not appear to be any emphasis placed upon conducting group counseling....
nor the showing of slide_pfesentations or films. Except for I Division, all
counseling is held on an individual basis with primary emphasis placed- on the
first-termers. For example, the +18 and —lO slide presentation packages and
‘equipment are avallable, space to show’ and discuss the presentatlon is adequate,
and scheduling does not appear to pose a problem, yet there is little inclina-

tion to use the package. This appears to be due to personal biases against
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N

group presentations. Films are readily used and are providedl high marks hy'thc

CCC. For example, the film Have You Reached a Verdict has hﬂi good suécess and

is an attention-getter according to the CCC. He has also suctessfully used a

"personal affairs film" entitled You Owe it To Yourself with %ood‘reSUIES.

-

The XO's evaluation of tHe unit's and his own retention efforts is "not through
statisticsﬁ, but rather job performance. He feels if the unit's operational
objective is accomplished, "people are happy". The CCC evaluates his retention
efforts through individual feedback he receives, and informs tHgPMCPOC of his
findihgs. The X6 and both career counselors use the CREO(Lisr more as a ''good
manégement tool" than for .influence in -their retention efforts "to show gomeone
'if a projected action'is reasonable". ' Only the CCC feels that the BuPers Man-
power Forecasting data Have any impact on his retengion efforts and this "only
to a degree'. ’ o . | _ o

, ‘
Nav§ retention materials are frequently used and distriButéd by the CRT. Infor-
mation and materials‘afé'disseminatéd via the POD, bulletin board, and at quar-
ters. The CCC feels that Navy Times has-a significant impact on retengzaﬁ/éut
that itvshould be '"geared to the younger person.” In his view the publication
is widely disseminated and read at the unit. He also feels that All Hands and
Link are gqod publications which enhance retention. In féct he would like to

see everyone get copies of these publications and is actively seeking more copies

for the unit. The MCPOC doesrn't read the Navy Times because "it's just not in-

~ teresting any more" but he reads All Hands, feels it's "widely read" and "pro- '

vides good articles related to careers.'" The CCC and X0 feel non—NaVy.hqdiu
highlight the negative aspects of Navy life, including diséipl[nary casts and
the loss of benefits--"seldom see anything'positive about the active duty Nivy."

All agree that BuPers instructions are helpful in their retention-program.

All but the X0 spend much of their time in individual counseling. The MCPOC

devotes "half'" of his work week to it; the CCC '"l100%Z" of his time--the X0 '"sees'

~
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personnel only "5%" of the time. Navy wives presentations are coordinated

thfough the Ombudsman and Enlisted Navy Wives Club programs. Procedures for

" personnel nct recommended for reenlistment are the same as for one who is rdcom-

ERIC
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mended. Explanations are given by the CCC and the XO.

ra ‘ .
Navy career inducements, according to the four interviewees include money (all’
bonus pay benefits), job satisfaction, educational opportunities, and choice of

assignment. Detracting from Navy life-~at this unit--are extemely poor living

'conditions for the lower rated EP's and "financial problems"” of personnel--

both of which are tied together as the lowexg rates cannot afford good living
. : SN
W
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PROFILE 0 ./

/ . : /
Thg mémber of the CRT whgfﬁas been assigned the longesfl;o Organiéatiop 0 is
the‘XO who has been abQQ}d eight monthsjr The CCC has b;en functy%ning in his
:jgb aboard this unit{for three ﬁonthsf/ The CO, who has. been abo%rd'for oﬁly
four months, appeasﬁ to take an acFive part in the command's reténtibn program,
.although‘he is-no;/sold‘on the CRT concept.' He feels that CRT é#tivities of ten
interfere with ogerational-requirements and that 'a "dedicated Ea#eer counselor

who is'qualifiea and has his own cocde" precludes the need of a CRT "as pre-

t

.sently designed in a command of this size." - ' |
- The +18 and -10. group interviews are not'conducted, although thé new CCC is in
the process of setting these up. Group "rap sessions"” oFten'leﬁ by the CO are
conducted for each Division and the €O feels these are effectiv? communication
"channels during whiéh he or other unit managers ‘provide information and solicit

questions. The CO also feels that Captain's Calls are very productive methods

for increasing retention.

The effectiveness of the unit's retention efforts is monitored in different ways
by the CRT. The CCC's retention indicators are the "number of sailors who comé
to ﬁé and request information,"I the number of sailors who are accepted to "A"
and "C" schiools*, and the actual retention rate figufes.. He feels that when
the enliéted'see positive results (i.e.,_getting the school or assignment of
their choice), word-of-mouth is sufficiént to increase career iﬁteresg with the
subsequentlincfease‘in retention. -The CO conducts 6ne—oﬁ;one.iﬁterviews when

_each enlisted person leaves the command. This is a very candid feedback session

" "where nothing gets out of the room. It's not a retention pitch, but rather a’

mechanism by which the CO learns of actual or potential problem areas of thco

.

*A schodls are for basic job skills and C schools are for special skills.
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Few of the‘CRT think that the CREO list affects‘retention efforts, although the .
_CCC states that it "helps at t1mes, especially'when Callors are concerned with

more money' _(SRB-level award). None thought fhat the BuPers, Manpower Forecaatlng
information has an impact.

‘

‘The pr1mary tmethod of d1ssem1nat1ng Navy retentlon materials to. enllsted per-
sonnel is via bulletin boards, officer's call (quarters), the POD, and talklng
to peopl= Brochures explaining new programs, frlnge beneflts, educational
opportunltles, etc ‘are .hand distributed down through the workspace level,
*often by CPOs after quarters. The feellng toward the Navy Times impact onm re—.
tention is yvaried. The d1v1s1on career counselor feels that it has little im-
pact among first—termers because "mostly career people read it. The CCC and
MCPOC both feel itihas axhigh imoact on first-termers and career types especially
in providing information op the fringe benefit probLem.. The MCPOC feels that
it is "very.accurate and |is\read by enlisted personnel to get information on
career opporthnities and growth./’lt lets personnel’know the availability of
billets, ass1gnments, and promotlons. It is very pro-Navy and is in favor of
‘the EM .+« . .. they flght for Navy‘frlnge benefits. " The CO feels that it
has lost some credibility" due to scare headllnes and. over—reactlon to benefit
‘cots but it is a "betLer source of military information' " than other medla
B Except for the CO, few think that non- Nayy media impacts on retentlon The LO
feels that other media are "detrlmental to retention' because they’ pr1nt ”shockr
stor1es,f and in general, local televislon and local newspapers -are ''very nega-
o f tive and. ant1—m111tary in their b1as There appears to be little consensus of
the CRT as.to the 1mportance or effectlveness of Navy retentlon aids and mat- s
erials. “The. €O feels that posters, slide shows, and decals are "better for re-
‘cru1tment, not for retention.' The enlisted personnel of the CRT feel that the

Career Counsellng Manual is very 1mportant, very effectlve and critical to the

-success of the program.

The CCC and division career-counselor spend almost all of their time on indi-
vidual counseling of enlisted personnel witile conducting no groﬁp interviews

7 . R : ‘ . : ™
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(e.g., +18 or -10 presentations). Uﬁpn request the CCC will conduct the Navy
Wives'.slide présentation and this was&@pne twice’durimg the last‘six months,
_The CCC also spends time away-ftom his‘dgty station by meeting new:petsonnel
at the .airport and helpimg them get-settled in their quarters, often during -
off-duty hours. ~These counselors who eonduht all intetviews‘on a one--on-one
basis appear to be knowledgeable ln the‘correct procedures and methodologies
of these activities.. They encomrage;an.informal and relaxed'atmosphere and
according to the MCPOC '"they talk plain s1mple Engllsh ns‘snowjobs . . . no
con." The CCC appears to be the only CRT membér who is 1nvolved in providing
information to personnel who are not recommended .for reenllstment. The others
.either do notvknhw or feel that this is primarily the CCC's responsibiliti.
Similarly, the emphasis for getting enlisted persomnel-td.propetly fill out

>

their Duty Preference Forms also lies primarily with the CCC.
The factors given by the CRT fsr stimulating an interest in a Navy’career are.
varied. The CCC feels -that inequitgble sea/shore assignment ratios and un—
_ava1lab111ty sf schocls is vety detrimental t. retention. Others feel that
retirement ad& educatlona] benefits plus a good working env1ronment are positive
impacts on retention. The CO thinks what most stimulates a Navy career is
”the'tfavel and compan1qnsh1p . . . the'Navy dffers a chance for a new life,
." getting away from bad exper1ences in civilian l1fe. There
is a definite concern about benefit erpsion_and most bRT-members feel that the
continually changing beheﬁits'packages confuse not only the first-termers but
all enlisted personnel,. Most feel that increases in pay in.lieu of'commissary

~_pr1v1leges (which they don't view #s a benefit) would help retention.

-
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K . : o APPENDIX F - GLOSSARY

~
.

All Hands . - fl';A Navy publication aimed for dissemination of a wide

variety of information to Navy personnel and their families.

N

BUPERS '_ Bureau of Naval Personnel
ccc | ’ Command Carger gounselor“
CIAC ' ' Career Information And Counseling
co ' . Epmménding_gfficef ) ‘ r
constructive time  This refers to timé which counts towards the. 20 .years:
necessary to "retire'. Eariy reenlistments: can be used
L ' to accumulate up to a. total of six months toward the
20 years. ot
. CPO o ghiéf Petty Officer, a- non-commissioned officer in
pay grédes E-7 through E-9 ' : o
CREO: . ’ Career Bgénlistment ijective§
: . . e .
CRT Command Retention Team .
DCC \ . Eepartmen£ Qgréer.gounselor_ ,
‘Detailer A Navy person in BUPERS who is responsiblé for making
new duty assignments for personnel who are due to be ,
transferred. ’ ' ‘
EM, EP v - Enlisied ﬁah,(ﬁen),'ﬁnliSted Personnel
. GUARD II Guaranteed Assignmient Retention Detailing ‘ '
e . . 3 ; - .
| . &
HRAV- 4 Human Resource Management Availability period during
which the command focuses upon development of nrgnpizn— 

tional plans.
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I Division . The initial and temporary division of assignment for, -
. ealisted persoﬁnel newly arrived to a command. Often '\\\

B this gpplies*only to non-rated enlisted personnel.

LINK L o Naﬁy publication dealing with_informatién specific to

assignment, ' - . ¥

LPO “Lead Petty Officer
. McPoC ' Master Chief Petty Officer of Conmand

-10 Giroup Interview A requ1red interview whlch is due 10 months before
persounel are scheduled to be transferred to another -unit
or to leave the Navy. There is a sllde,presentatlon

designed for use in this interview.

NEC _ Navy Enlisted Classification code which indicates a
. . ’ special skill area. . '
Phase 11 The "action" phase of the Navy's Equal Opportunity/

Race Relations program

“+18 Grdup Interview, A required interview which is due for personnel who have
been in the Navy approximately 18 months. . There is a
slide presentation designed for use in this interview.

PO - - Petty Officer, a non-conmissioned officer in pay grades .

14 ! .

E~4 through E-6.

POD ) Bian of the Qay;_printed dailv unit announcements

quarters ‘ Term used for assembly of unit members by-work group,

- o usually held each morning.
re-up o Reenlist
SCORE §e1éctive Conversion and Retention program which allows

personnel” to - convert to an undermanned rating in con-

junction with their reenlistment.,

Y
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SRB

" 'STAR .

TAD

1080 -

Tickler file

TYCOM

X0
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Selective Reenlistment Bonus which is pa.d only to junior

enlisted personnel for reenlisting in an undermanned

~-

rating.

Vo : :
Selective Training And Reenlistment which ‘guarantees a

schoolroom seat and advancement with a reenlistment.

 Temporary Assigned Duty

_ A computer listing pfovidéd to CRTs which flags names of

personnel who are due to receive a -10 Group Interview.
Used here to réfer’specifically to the career counselor's
file to flag éach month the personnel that are due a

specified interview

Type Command, such as Surface

Executive Officer

1
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" APPENDIX G - RERERENCES

Atlantic Fleet'Peréonnel Retention (CINCLANTF TINST 1133.1)
. Career Counseling Manual‘(NAVPERS 15878)'
Career Counselor Record (NAVPERS Form ll33/ll)
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.:ﬂ,CINCPACFLT Enllsted Retention Report (CINCPACFLTINST ll33 4A) ‘
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Final Report. System Development Corporatlon TM—503l/008/00 10 Septem-
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Grace; G. L., Holoter, H. A., and Soderquist, M. I. Career satisfaction as a
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Corporation TM-5031/004/00, 14 May 1976.

|
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Grace,. G. L., Steiner; M. B., and Holoter, H. A. Navy career counseling re-
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Grace, G. L., Steiner, M B., Holoter, H. A., Provenzano, R. J., and Copes, J, .

- Navy career counseling research: . Evaluatlon of multi-media career coun-

sellng materlals. Technical Report No. 6. System Development Corporaonn

v TM—5031/006/00 10 September 1976.

‘ Holoter, H. A. Stehle, G. lJ,,Conner, L. V., and Grace,'G. L. _impact of Navy

career counsellng on personnel satisfaction and reenllstmenL ~ Phase 2.
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-1 April 1974. ’ ’ i
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Pacific Fleet Personnel Retention Progtam'(CINCPACFLTINST 1133.5A)
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Professional Growth Criteria (BUPERINST 1133.22)
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